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THIS DOCUMENT CONTAINS INFORMATION 
AFFECTING THE NATIONAL DEFENSE OF 
THE UNITED STATES WITHIN THE MEAN- 
ING OF THE ESPIONAGE ACT, 50 U.S.C., 31 
AND 32 AS AMENDED. ITS TRANSMISSION 
OR THE REVELATION OF ITS CONTENTS 
IN ANY MANNER TO AN UNAUTHORIZED 
PERSON IS PROHIBITED BY LAW. 
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LETTER OF TRANSMITTAL 


January IS, 19^9 

National Security Council 
Washington, D. C. 

Attention: Mr. Sidney W. Souers 

Executive Secretary 

Centlemen: 

In accordance with the terms of the memorandum to the under- 
signed from Mr. Sidney W. Souers, Executive Secretary of the National 
Security Council, dated February 13, 19^8, as supplemented by his 
me.morandum of I'larch 17, 19^8,* ve submit herewith our report on "The 
Central Intelligence Agency and National Organization for Intelligence." 

On January 13, 19^8, the National Security Council recommended to 
the President that a group comprising Individuals not in Crovemment 
service should make a "comprehensive, impartial, and objective survey of 
the organization, activities, and personnel of the Central Intelligence 
Agency." The group was asked to report to the Council its findings and 
recommendations on the following matters: 

"(a) The adequacy and effectiveness of the present organi- 
zational structure of CIA. 

"(b) The value and efficiency of existing CIA activities. 

"(c) The relationship of these activities to those of other 
Departments and Agencies . 

"(d) The utilization and qualifications of CIA personnel." 

As a result of this action, the present Survey Group was created and 
the undersigned appointed by the National Security Council with the approval 


* See Annexes No. 1 and 2 for the texts of these two memoranda which 
constitute the terms of reference for this survey. 
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of the President. The terms of the resolution approved by the National 
Secxirlty Council were communicated to the Group on February 1 ^, I 9 U 6 . 

Following discussions with the undersigned regarding the scope of 
the survey, the Executive Secretary of the National Security Council, 
with the approval of the Secretaries of State, Defense, Army, Navy and 
Air Force, sent to the Survey Group on March I 7 , 1948, a second memo- 
randum which constituted an extension of the scope of the survey as 
originally set forth by the National Security Council. In particular, 
this memorandum Included the following provisions ; 


The survey will comprise primarily a thorough and compre- 
hensive examination of the structure, administration, activities 
and Inter-agency relationships of the Central Intelligence Agency 
as outlined In the resolution of the National Security Council. 

It will also Include an examination of such intelligence activi- 
ties of other Government Departments and Agencies as relate to 
the national security. In order to make recommendations for their 
effective operation and over-all coordination, subject to the 
understanding that the Group will not engage In an actual physical 
examination of departmental Intelligence operations (a) outside 
of Washington or (b) In the collection of communications Intelli- 
gence. On behalf of the National Security Council, I will under- 
take to seek the cooperation In this survey of those Government 
Departments and Agencies not represented on the Council which have 
an Interest in Intelligence as relates to national security. 

"It should be understood that the Survey of the Central 

Intelligence Agency and Its relationship to other Departments and 
Agencies will be done for and with the authority of the National 
Security Council. The survey of the intelligence activities of 
the Departments of State, Army, the Navy, and the Air Force, 
however, will be for and with the authority of the respective 
heads of those Departments . " 


It was also provided that the Survey Group should submit from time 
to time recommendations on individuals problems, and that problems con- 
cerning the Central Intelligence Agency should be given priority over 
those Involving other agencies . 
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The Survey Group haa submitted two special reports to the National 
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Security Council, each one In connection with particular problems being 
considered by the Council and Its members. The first of these reports, 
dated May 3, 19^8, dealt with 

" The second interim report, dated May 13, 19^8, dealt 
with the "Eelatlons Between Secret Operations and Secret Intelligence." 

The present report is based on an examination and appraisal of our 
national intelligence structure and operations as created by the National 
Security Act of 1947 and developed in the Central Intelligence Agency and 
the individual departments and agencies concerned with national sec^lrlty. 
In accordance with the directive from the National Security Council, 
emphasis has been placed upon the Central Intelligence Agency, but there 
has also been an examination of the principal departmental intelligence 
agencies in order to determine their scope in the field of intelligence, 
and their relations to each other and to the Central Intelligence Agency. 
Our examination has been confined almost entirely to the over-all intelli- 
gence organization and activities in the Washington headquarters of the 
Central Intelligence Agency and the Departments of State, Army, Navy and 
Air force. 


We have met with members of the directorate and personnel of the 
Central Intelligence Agency and with representatives of other agencies. 
With the assistance of our staff, we have consulted approximately 300 
persons who by virtue of their present position or past experience are 
familiar with intelligence problems. In addition, a series of confer- 
ences were held at which officials of all of the intelligence agencies 
were invited to submit their recommendations and suggestions and discuss 
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SUMMARY 

The primary object of this survey has been the Central Intelligence Agency, 
Its organization and activities, and the relationship of these activities to 
the Intelligence work of other Government agencies. Eiamination has been made 
of these other intelligence agencies only to the extent that their activities 
bear upon the carrying out by the Central Intelligence Agency of Its assigned 
functions. 

Section 102 (d) of the National Security Act of 19*+7 creates the Central 
:Entelllgence Agency as an independent agency under the direction of the National 
Sec'orlty Council. It gives to the Council broad powers In the assignment of 
functions to the Central Intelligence Agency and creates a framework upon which 
a sound Intelligence system can be built. The Central Intelligence Agency has 
been properly placed under the National Security Council for the effective 
carrying out of Its assigned function. It should, however, be en?)Owered and 
encouraged to establish, through Its Director, closer liaison with the two 
members of the National Secvirlty Council on whom it chiefly depends and who 
should be the main recipients of its product--the Secretary of State and the 
Secretary of Defense. 

The National Security Act, as Implemented by directives of the National 
Security Council, Imposes upon the Central Intelligence Agency responBlblllty 
for carrying out three essential functions: 

(1) The coordination of Intelligence activities] 

(2) The correlation and evaluation of Intelligence relating to the na- 
tional security, ■vdiich has been Interpreted by directive as meaning the produc- 
tion of national Intelligence; 

TOP SECRET I ' 

Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 




Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 

pfO^P SECRET 

consultation with the other Intelligence agencies, of taking the Initiative In 

seeking directives to effect It. Today this coordinating function of the 

\ 

Central Intelligence Agency is not helng adequately exercised. 

To assist It In carrying out this task the Central Intelligence Agency 
has availahle the Intelligence Advisory Committee. This group Includes the 
Director of Central Intelligence as chairman, the the heads of the intelligence 
staffs of the Departments of State, Army, Naty and Air Force, the Atomic Energy 
Commission and the Joint Intelligence Group of the Joint Staff. 

A number of formal directives for the coordination of intelligence activi- 
ties have been issued by the National Security Council upon the recommendation 
of the Central Intelligence Agency and the Intelligence Advisory Committee. 
These directives, except those specifically assigning to the Central Intelli- 
gence Agency the carrying out of certain common services described below, have 
not gone far enough in defining the scope and limits of departmental Intelll - 
gence activities. These activities continue to present many of the same Juris- 
dictional corvfllcta and duplication which the National Security Act was In- 
tended to eliminate. Consequently, the absence of coordinated Intelligence 
planning, as between the Central Intelligence Agency, the Service agencies and 
the State Department, remains serious. What Is needed is continuing and effec- 
tive coordinating action under existing directives and also directives estab- 
lishing more precisely the responsibility of the various intelligence agencies. 

The field of scientific and technological intelligence is an example of 
lack of coordination. Besponslbllltles are scattered, collection efforts 
are uncoordinated, atomic energy intelligence is divorced from scientific 
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intelligence generally, and there is no recognized procedure for arriving at 
authoritative intelligence estimates in the scientific field, with the possible 
exception of atomic energy matters . 

Another important example of lack of coordination is In the field of do- 
mestic intelligence and counter-intelligence relating to the national security. 
Jurisdiction over counter-intelligence and counter-espionage activities is as- 
signed to the Federal Bureau of Investigation In the United States and the Cen- 
tral Intelligence Agency abroad. However, fifth column activities and espionage 
do not begin or end at our geographical frontiers, and our intelligence to coun- 
ter them cannot be sharply divided on any such geographical basis. In order 
to m<3et the specific problem presented by the need for coordination of activ- 
ities in the field of domestic intelligence and counter-intelligence relating 
to tlie national security, it is recommended that the Director of the Federal 
Bureau of Investigation be made a permanent member of the Intelligence Advisory 
Committee . 

The Intelligence Advisory Committee so far has had little Impact on the 
solution of the problem of coordination, except in formally approving proposed 
directives. It should be re-activated and called upon to play an important 
role . 


To assist the Director of Central Intelligence In carrying out his duties 
to plan for the coordination of Intelligence, the staff In the Central Intel- 
ligence Agency known as the Interdepartmental Coordinating and Pl a nning Staff 
should be reconstituted and strengthened. It should be composed of personnel 
definitely assigned to, and responsible to, the Director of Central Intelli- 
gence and charged, on a full-time basis, with carrying on continuous planning 
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for the coordinatlan of Bpeciflc intelligence activltlea. This staff, 'vrtilch 
might he called the "Coordination Division," should support the Director in 
fulfilling one of his most iB5>ortant and difficult duties under the National 
Security Act. 


In concluding the consideration of this most vital problem of coordination 
oi intelligence activities, It should he enQjhaslzed that coordination oen most 
effectively he achieved hy mutual agreement RTnorig the various agencies. With 
the right measure of leadership on the part of the Central Intelligence Agency, 
a major degree of coordination can he accon5>llahed in that nenner. 

TEE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR THE PRODUCTION OF 
INTELLIGENCE RELATING TO THE NATIONAL SECURITY 

A long-felt need for the coordination, on the highest level, of intelli- 
gence opinion relating to hroad aspects of national policy and national security 
was prohahly the principal moving factor in bringing about the creation of the 
Central Intelligence Agency. The lack of any provision for the pron5>t produc- 
tion of coordinated national Intelligence of this kind was one of the most 
significant causes of the Pearl Harbor intelligence failure. 

This type of national intelligence, expressed in the form of coordinated 
national est ima tes, transcends in scope and breadth the interest £ind con^e- 
tenceofany single intelligence agency. Hence, such estimates should be fully 
participated in by all of the principal Intelligence agencies. All Jointly 
should s har e in the responsibility for them. 


With one or two significant exceptions, ^ose occurrence was largely for- 
tuitous, the Central Intelligence Agency has not as yet effectively carried 
out this most In^jortant function. 
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The Office of Reports and EatlmateB In the Central Intelligence Agencj 
was given respcaaslhllitj for production of national intelligence. It has, 
however, been concemed with a wide variety of activities and with the produc- 
tion of miscellaneous reports and sunnaarles which by no stretch of the imagi- 
nation coxild be considered national estimates. 

Where the Office of Reports and Estimates produces estimates, it usmlly 
does so on the basis of its own research and analysis and offers its product 
as con5)etltlvo with the similar product of other agencies, rather than as the 
coordinated result of the best intelligence product which each of the interested 
agencies is able to contribute. 

The failure of this type of intelligence product to meet the requirements 
of a coordinated national estimate is not substantially mitigated by the exist- 
ing procedure whereby the Office of Reports and Estimates circulates its esti- 
mates to the Intelligence agencies of State, Army, Navy and Air Force and ob- 
tains a formal notation of dissent or concurrence. Ttoder this procedure, none 
of the agencies regards Itself as a full participant contributing to a truly 
national estimate and accepting a share in the responsibility for it. 


It is believed that this situation can be remedied if the Central Intel- 
ligence Agency recognizes the responsibility which it has under the statute and 
assumes the leadership In organizing its own work and in drawing upon that of the 
other Intelligence agencies of Government for the production of coordinated intel- 
ligence. Thus, within its own organization, the Central Intelligence Agency 

should have, in lieu of the present Office of Reports and Estimates, a small 
group of specialists, which might appropriately be called "Estimates Division." 
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It would be the task of this group to review the Intelligence products of other 
Intelligence agencies and of the Central Intelligence Agency, and to prepare 
drafts of national Intelligence estimates for cons Ideration by the Intelligence 
Advisory Comnlttee. 

The final process of coordination should take place In the Intelligence 
Advisory Committee which would review and discuss the proposed estimates. The 
finished estimate should be clearly established as the product of all of the 
contributing agencies in which all share and for which all take responsibility. 
It should be recognized as the most authoritative estimate available to the 
policy-makers . 


Where particular scientific or technical intelligence matters are involved, 
the Intelligence Advisory Committee should secure the views of the beat quali- 
fied technical experts available to them. Including experts from the Research 
and Development Board and the Atomic Energy Commission. 

There should also be provision for the prompt handling of major emergency 
situations so that, as a matter of course, when quick estimates are required, 
t.here Is immediate consultation and collective appraisal by the Intelligence 
Advisory Committee on the basis of all available Information. 


The Inclusion of the Federal Bureau of Investigation as a pexmanent member 
should assure that Intelligence estimates will be made in the light of domestic 
as well as foreign intelligence. Provision should be made for the representa- 
tion on the Intelligence Advisory Committee of other agencies of the Government 
when matters within their competence are under discussion. 


TOP SECRET 


7 


Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 




Approved For Release 2003/08/18 : CIA-RDP86B00269R001 10009000^ 

[top secret 

production and coordination by the proposed Eesearch and Eeports Division, 
would result In great economy of effort and ln^jrovement of the product. For 
example, the organization within this division of a scientific branch, staffed 
by highly qualified personnel and en^jowered to draw upon the scientific per- 
3onn;il of o^ch organizations of Government as the Eesearch and Development 
Board and the Atomic Energy Commission for the purpose of dealing with spe- 
cialized scientific problems, is a project which should have the hlgnest 
priority. 


This division of the Central Intelligence Agency should be staffed in part 
by representatives of the departmental intelligence services so that the reports 
produced would represent authoritative and coordinated opinion and be accepted 
as such by the various consumer Eigenclee. 

The Director’s planni n g staff for coordination of activities, the proposed 
Coordination Division, should review the question as to what subjects ml^t 
appropriately be assigned to the new Eesearch and Eeports Division for central 
research and repoi^ and what services now centrally performed In the Central 
Intelligence Agency might be eliminated. The Intelligence Advisory Committee 
would be the agency to determine the allocation of work, and In case of any 
failure to agree the matter would be referred to the National Security Council. 


OPERATrrH SEEVICES OF CONMON CONCEBN 


The operating services of common concern presently performed by the Central 
Intelligence Agency consist of the 
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collection of secret intelligence abroad through the Office of Special Opera- 
tions; and the conduct of secret operations abroad through the Office of Policy 
Coordination. 


All of these serrices are appropriately allocated to the Central Intelli- 
gence Agency. These operating functions are so inter -related and Inter- 
dependent that they should have common direction at some point below the Direc- 
tor of Central Intelligence. 


The general administrative problems of these operating offices are unique 
because of their secrecy and the consequent security requirements. They differ 
Importantly from that part of the work of the Central Intelligence Agency which 
is concerned with the coordination of activities and the production of intelli- 
gence. Accordingly, these three operating offices should have common admin- 
istrative services, separate from those of the balance of the Central Intelli- 
gence Agency. 


25X1 


The three activities, 

should be responsible to one official charged with their 

direction. The new "Operations Division" would be self-sufficient as to ad- 
ministration and semi -autonomous. This would, to a large extent, meet the 

criticism frequently voiced, and with a good deal of merit, that it is essen- 
tially unsound to combine In a single intelligence agency both secret opera- 
tions and over-all coordinating and estimating functions. 


In its secret intelligence work, the Off ice of Special Operations requires 
u closer liaison with the other Intelligence agencies, especially those of the 
mllitrry services and of the State Department which are its chief consumers 
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'n -jinmentlng on ;idmlnl strati on, the question of seoin’ity ohouid also be 
.tre.ioed. The Director is charged under tne law with protecting intelligence 
cOwircej ;jici mothoda ^rom unauthorised disclosure. One of the best methods ol’ 
!ichi('V;ng this is to correct the present litiiation where the Agency la viewed 
and generally publicized as the collector of secret Intelligence ojid t • biu\y 
Its secret functions w’lthin Centro;! Inte i ligtence Agency whose chief recog- 
nized ic-tlvitlea tj'.e C( orlinstf-.n of intelligence £ind t);e production >1 

Intelligen-e estin- tos. 

n stjv.ewcng tile work i tlis^ d ii'ecturate , cons i deivit ion luis been givtin t, 

the qu-.-stlcn whether or rv t trie Director should be a civilian. The work of 

the /Igency, fr m its vei'y nature, requi'-es continuity in that ofl'lce which Is 
not lirely t^ be achieved 'i i' a mllltar-y man holds the post on a "tour of duty" 
basis. i ;c' this reason, a., well as because freedom from Service ties is de- 
sirable, the Director sheuld be a civilian. This recommendation does not ex- 
clude the possibility that the post might be held by a military man who has 
severed his connection with the Service by retirement. 

TEE SERVICE INTELLIGENCE AGENCIES AND THE INTELLIGENCE FUNCTIONS OF THE STATE 
DIPARTi-IENT 

The Service intelligence agencies and the Intelligence organization of 
the St-;te Depjirtment luive been reviewed from the point of view of the over-all 
coordination of Intelligence and of the contribution which these agencies 
should make to the assembly and production of national intelligence. 


As regards the Service intelligence agencies, the active exercise by the 
Central Intelligence Agency of its coordinating functions should result in a 
more efficient allocation of effort than Is presently tlu' case. The Service 
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agencies should concern themselves principally with military Intelligence 
questions, leaving the Central Intelligence Agency to perform agreed central 
services of comaon Interest. In addition, continuing responsibility of the 
Central Intelligence Agency for coordination should be exercised with respect 
to certain Service activities, for example, espionage and counter-espionage In 
occupied areas . The Joint Intelligence Committee would continue to operate 
with Its membership unchanged and would concern Itself exclusively with mlll- 
t£iry and strategic questions as directed by the Joint Chiefs of Staff. The 
Services would participate In the formulation of national Intelligence esti- 
mates through their membership in the Intelligence Advisory Committee and would 
share In the collective responsibility for these estimates. 

In the case of the Eesearch and Intelligence staff of the State Department, 
the conclusion has been reached that this staff, as at present constituted. Is 
not sufficiently close to operation and policy matters in the Department to 
furnish the necessary liaison or the political intelligence estimates required 
by the Central Intelligence Agency for the preparation of national estimates. 
Accordingly, it is desirable that a hl^ official of the State Department be 
designated as Its Intelligence Officer to coordinate these activities, to act 
as the Depertment's representative on the Intelligence Advisory Committee and., 
in general, to act as liaison with the Central Intelligence Agency with respect 
to the Intelligence and related activities of the two agencies and to develop 
close working relations between them. 

CONCLUSION 

While organization charts can never replace Individual Initiative and 
ability, the Central Intelligence Agency, reorganlzea along the functional . 

TOPSECHnl 


Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 




Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 


[to p SECRET 

lines indicated In tdiiB report, should he ahle store effectively to carry out 
the duties assigned it by law and thus bring our over -all Intelligence system 
closer to that point of efficiency which the national security demands. 

* * * 

The foregoing suimnary Is only a brief outline of the main points of the 
report and does not take the place of the detailed discussion in the report 
and the various ccncluslons and recoramendatlonB at the close of the respective 
chapters. 
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CHAPTER I 
INTRODUCTION 

THE INTELLIGENCE PROBLEM IN THE UNITED STATES 

Before considering the adequacy and effectiveness of the work of the 
Central Intelligence Agency and Its relations to our other Intelligence agen- 
cies, a brief word of background may be helpful. 

Although the Central Intelligence Agency Is largely an outgrowth of our 
experience In World War II, it would be wrong to proceed from the premise that 
prior to the war our Government had operated without Intelligence as to the 
capabilities and Intentions of possible enemies or prospective allies. The 
Department of State had long miintained a widespread Information - gathering 
service. The -Army, the Kavy ;uid certain other departments of the Government 

had maintained their own systems of collecting Infomnatlon and producing 
Intel! Igence. 

frlor to World War TI, however, we had no Integrated secret Intelligence 
service. We had not adequately exploited the available sources of overt In- 
tea^ Igence. We had no central agency to coordinate Intelligence collection 
and production, and to assemble the best available Intelligence for expression 
In national estimates to guide In the formulation of foreign policy and the 
preparation of our defense plans. 

In World Wars I and II our European Allies, Great Britain In particular, 
had placed the product of their intelligence services largely at our disposal. 
While we can expect In the future assistance from the Intelligence services of 
friends a nd allies, we have rightly concluded that we should not depend on 
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them for our Intelligence to the extent we were forced to do in World War I 
and during the early days of World War II. 

It was World War II which showed both our deficiencies In Intelligence 
and also what we could accon^illsh under pressure. Through the expansion of 
the facilities of the State Department and the military services, through the 
Office of Strategic Services -- our first move towards a central Intelligence 
agency -- through enlisting the "best personnel that could he found. In and out 
of Ck3vemment service, we were turning out a very creditable perfomance In 
many phases of Intelligence work well before the end of Lhe war. 

We now recognize that If we are to have adequate Intelligence in times of 
crisis, we must prepare In flme of peace, and we have seriously turned to the 
task of building up a central Intelligence organization. The country has now 
accepted the verdict, even If somewhat reluctantly, that peace-time Intelli- 
gence Is essential to security and, as many of our military leaders have said, 
line of defense. It took us a long time to reach this conclusion, 
and we are only now gradually getting over our suspicions of Intelligence and 
our tendency to confuse It with mere Intrigue and the more lurid side of es- 
pionage. We are beginning to accept It as serious and honorable work and essen- 
tial to our defense. 

It Is well to recognize however, that an efficient Intelligence organiza- 
tion cannot be built overnight. 

it will require years of patient work to provide skilled personnel to do 
the Job. Blueprints and organization charts, even legislation and an^jle appro- 
priations will not take the place of competent and highly trained men and 
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women. Without them we shall have neither effective Intelligence operations 
nor sound intelligence estimates. Unfortunately, In the difficult organiza- 
tional period since the war, the future of intelligence as a career has seemed 
so uncertain that many war-trained and competent men have left the service, 
and it has been particularly difficult to find recruits to take their place. 

Finally, security for our intelligence activities is not always easy to 
achieve here in the United States. It is not only the penetration of fifth 
columnists which we have to guard against. We have the general problem rising 
out of our tradition that all of the affairs of the Government shall be con- 
ducted in the open. Sometimes we tend to carry this over even as regards the 
publication of the intimate details of intelligence operations. In peacetime, 
particularly, it is not always easy to reconcile our vital interest in pro- 
tecting the freedom of the press with the need for silence on certain phases 
of intelligence. 

As against these debit itemsi, we could cite a long list of highly favorable 
factors. America has the potential resources, human and material, for the 
best intelligence service in the world. Within our borders we have every race 
and nationality, loyal sons speaking every language, travelling ajid resident 
in every foreign co'untry. We have a wide geographical base for the development 
of intelligence work. We have the greatest reservoir of scientific and tech- 
nical skills. We have important allies abroad who are ready to Join their 
knowledge to ours and to give us the benefit of their years of experience in 
intelligence. And last, and possibly most important of all, in the field of 
Intelligence work, we can develop the individual initiative, skill and ingenuity 
of a free people, and, in dealing with oiu* main intelligence antagonists, even 
though they operate with the iron discipline imposed by the Ei*emlln, we can 
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3hov that free men can he vastly more efficient than those vorklng for a 
slave system. 

These are some of our great assets; our problem Is to mobilize them. 
There are real elements of urgency In seeing that this task Is accomplished. 

(1) America today, as never before In time of peace. Is vulherable to 
sudden and possibly devastating attack. To meet an Initial attack, there are 
no sure military weapons of defense and It may well be that our beat protec- 
tion Ilea In adequate advance knowledge of the character and timing of the 
danger . 

(2) A vast area of the world stretching from the Elbe Elver In Germany 
to the Yangtse In China Is largely behind an Iron curtain where the normal 
sources of information are partially or wholly lacking. The techniques of an 
intelligence service ought to be one of the Important means of penetrating 
this barrier. 

( 3 ) A whole new area of toowledge In the field of science has become 
vital for our defense. This field cuts across the functions of various Govern- 
ment departments and presents new probleans from the viewpoint of Intelligence 
collection and coordination. 

(4) The far-flung activities of the fifth column, both here and abroad, 
present a new type of threat to oiu: security, and we require a concerted In- 
telligence program to counter this danger. 

These are only a few of the developments \rtilch give to Intelligence an 
Importance in our defense system which It has never had In the past In time of 

peace. Fortunately, these facts are now becoming well vinderstood 
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Administration, the Congress and the people share with deadly seriousness the 
determination that the United States here and now shall build the best Intelli- 
gence seirvice that our national genius and our great resources can provide. 
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CHAPTER n 

NATIONAL INTELUGENCE AND THE 
NATIONAL SECURITY ACT OF 1947 



Beg innin g aa earlj- aa 19^ preparatlona were under wsgr for the tranaltlon 
from war-tlino Intelligence to a peinanent Intelligence organisation aulted to 
our poirt'war needa. 


In a series of dlacuaalons among the Intereated GoTemiaent agencies as to 
how the country could most effectively organise ita pernmnent, long-range, 
peace-time intelligence there was general agreement on seme form of a central 
agency. There was, however, a sharp divergence of views as to the scope of the 
activities of such an agency, the authority it should enjoy, the manner in 
^ch It should be administered and controlled and where in the Gkjvemmant it 
should be located. These issues were resolved at that time through the crea- 
tion by Presidential letter (See Annex No. 3) of the Central Intelligence Group, 
and then more definitely determined through the establishraent of the Central 
Intelligence Agency by Congress in Section 102 of the National Security Act of 
19^7. (See Annex No. U). 


THE DUTIES OF THE CENTRAL INTELLIGENCE AGENCY UNDER THE NATIONAL SECURITY ACT 
Section 102 (d) of this Act defines the duties of the Central Intelli- 
gence Agency as follows: - 


"(d) For the purpose of coordinating the intelligence activities of the 
several Government depeurtments and agencies in the Interest of national secu- 
rity, it shall be the duty of the Agency, under the direction of the National 
Security Coimcil — 


"(l) to advise the National Security Council in matters concerning 
such Intelligence activities of the Government departments agencies 
as relate to national security; 
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"(2) to nako reoamaandatlona to the National Security Council for 
the coordination of such Intelligence actiTitles of the departments and 
agencies of the Govenaaont as relate to the national security; 

"(3) to correlate and evaluate intelligence relating to the national 
security, provide for the appropriate dissemination of such intelli- 
gence within the Ck)vernment using where appropriate existing agencies and 
facilities: Provided, That the Agency shall have no police, subpoena, 

1 ww-oTvPnT^f wmwn' K pr»w>T»H, or internal- security functions; Provided further. 
That the departments end other agencies of the Govemment sha ll 1 continue 
to collect, evaluate, correlate, and disseminate depailmental Intelll- 
gence; AM provided further That the Director of Central Intelligence 
aViaii ha TaqprmBlhlft for protecting intelligence sources aM methods from 
unauthorized disclosure; 

”{k) to perfona, for the benefit of the existing intelligence agen- 
cies, such additional services of common concern as the National Security 
Council detennlnsB can bo more efficiently ac6oii^>llshed centi* a lly ; 

"(5) to perform such other functions aM duties related to Intelll- 
genco affecting the national security as the National Security Coiincll 
may from, time to time direct." 


In these provisions the authors of the National Security Act showed a 
sound undei*standlng cf our basic Intelligence needs by assigning to the Central 
IntelUgence Agency throe broad duties which had never before been adequately 
covered in our national IntelUgence structure. These duties are; (l) to 
advise the National Security Council regarding the intelligence activities of 
the government and make recommendations for their coordination; (2) to pro- 
vide for the central correlation, evaluation and dlaaemlnatlon of Intelligence 
relatiM to the national security; eiM (3) to ass^^re the performance, cen- 
trally, subject to National Security Council direction, of certain intelligence 
related functions of commcn concern to various departments of the 
GoveiTunent . 


The powers given to the National Security Council and the Central Intel- 
ligence Agency under Section 102 of the Act establish, in our opinion, the 
framework for a sound Intelligence service for this countiry . Accordingly, we 
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do not Buegeat any amandmantB to the Act helleTe It vouM hi uznrlBe to 

taa^r vlth thlB leglalatlca until ve haye had further e:q>erleDce In oper- 
ating under It. Throu^out our import wo atresa the vital taportance of 
giving effect to the reea leglalatlve Intent throufpi the offootlvo exorcise 
by the CentreQ Intelligence Agency of those funct lexis asslgoed to It by 
the Act. We refer particularly to the responsibility of the Central Intel- 
ligence Agency for the coardlnatlcn of Intelligence activities and the co- 
ordination of Intelligence opinion In the form of national Intelligence 
estlnates. 

In providing for a seaal-autaDanoua highly centralised agency with a broad 
variety of Intelligence responalbllltles affecting various Government agencies, 
we have departed from the general pattern followed by other countries. There 
the tendency In most phases of Intelligence has been to avoid such a degree of 
centralization. Under the candltlons existing In the United States we believe 
that the degree of centralisation proposed under the National Security Act can 
be Justified, provided that the distinctive functions of the Central Intelli- 
gence Agency are handled according to their special requirements. 

As one recommendation designed to offset the disadvantages of over- 
centivillzatlon In Intelligence, we later propose In this report that the 
branches cf the Central Intelligence Ageh.cy which are directly engaged in clan- 
destine activities, such as secret Intelligence, counter-intelligence, secret 
operations and the like, be given a great measure of autonomy as to internal 
administration, the control of their operations and the selection of personnel. 

In this connection we have considered the arguments which have been fre- 
quently advanced that the functions of coordination and of evaluation, on the 
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one hand , should he \d10ll7 dlroroed from collection and qpentlona on the 
other. Oi>e arguoant la that the analyst vlU be overly lnQ>reBaed with the 
particular itaina of Infonnatlcm which his own organisation collects, as con- 
trasted with the infornatlon reaching him frca other sources. There la a fur- 
ther fear, partly substantiated by esperlenoe under the Central Intelllgenoe 
Agency, that If the several functions are ooBablned, there will be a tendency 
to neglect the coordinating reapanalblUtios in favor of the more exciting 
field of operations. Finally, the point la made that by Joining together a 
variety of operations whose security reqvilremsnts are q\ilte different, the 
possibility of providing effective security to those activities that require 
It most Is thereby reduced. 

We appreciate the weight of these arguments but do not fool that they are 
decisive. We believe that the recognition of the distinctive functions of the 
Central Intelllgenoe Agency, and the handling of each one according to Its 
apodal requirements and In proper relation to the over-all mission, would 
largely meet these objections. In particular, the granting of autonomy to the 
cl and estine work and adequate enq>ha8lB on the Important coordinating responei- 
hllltles of the Central Intelllgenoe Agency would overcome the disadvantages 
of combining these functions in one orgeuilzatlon. 

COITTROL OVER THE CENTRAL IRTELLICEENCE AGENCY 

We do not agree with the argument, often advanced, that the Central Intel- 
ligence Agency, or at least Its operating aez^lcea, should be placed under the 
direct control of one of the executive depeurtments of the Government, such as 
the Department of State or the National Military Establishment. The activities 
of the Central Intelllgenoe Agency do not oonoem either of these departments 
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exclualvelj. Moreover, the admlnlatratlve arrangement a of those departmenta 
are not well suited to the conduct of extensive secret foreign Intelligence 
pperatlona. The fact that In time of war secret activities are pzrlmarlly of 
concern to the military la not, In our opinion, sufficient Justification for 
placing them under military control In time of peace. The National Security 
Act Is flexible enou^ and the authority of the National Security Council 
sufficiently broad to pennlt any necessary adjustments within the Central In- 
Agency so that these operations will be responsive to the needs of 
the policy-making and operating departments of the Government, without sub- 
ordinating them directly to these departments. 

We have also considered the question whether the Central Intelligence 
Agency as a irtiole Is properly placed In our governmental structure under the 
National Security Council. When the National Security Act was being drafted 
doubts were e:iq>reBsed whether a ccomittee such astho Natlosal Seciirity Council 
would bo able to give effective direction to the Central Intelligence Agency. 
It was argued that the National Seourtty Council was too large a body, would 
be preoccupied with high policy matters, and would meet too Infrequently to be 
able to give sufficient attention to the proper functioning of the Central In- 
telligence Agency. 


There Is force to the criticism that a ccomittee, no matter how august. 
Is rarely an effective body for the direction of the current operations of 
another agency. It la true that the National Security Council cannot effec- 
tively a a s i nne the task of directing such current operatlona, and not 

attempt to do so, except to the extent of assuring Itself of canpllanoe wl’th 
Its directives. However, the Council, whose chairman Is the President 
whose membership cosprlses the highest authority In the Interested departments 
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of the Government, can render effective service In determining the nature and 
scope of the activities of the Central Intelligence Agency within the frame- 
work: of the National Security Act. 


We reconmend, however, that provision should he made for closer liaison 
between the Central Intelligence Agency and the two members of the National 
Security Council on whom it chiefly depends: namely, the Secretary of State and 
the Secretary of Defense, We suggest that the Director of Central Intelligence 
be encouraged to seek current advice and continuing guidance from these two 
members of the National Security Council on matters which may not properly be 
the subject of Its formal directives, or which have not reached the point of 
requiring such directives. Such close association would help counteract what 
we feel la a growing tendency for the Central Intelligence Agency to become a 
separate and Independent agency of Government working to some extent In com- 
petition with, rather than for the Benefit of, those departments of Government 

which are the primary users of what the Central Intelligence Agency should 
produce . 

THE GENEE^AL MISSION OF THE CENTRAL INTELLIGENCE AGENCY 

Unless the Central Intelligence Agency performs an essential service for 
each of these departments and coordinates their Intelligence activities It 
will fall in Its mission. The Central Intelligence Agency should not be mere- 
ly another Intelligence agency duplicating and rlveulllng the existing agencies 
of State, Army, Navy and Air Force. It should not be a competitor of these 
agencies, but a contributor to them and should help to coordinate their 
Intelligence activities. It must wake maxi mum use of the resources of exist- 
ing agencies; it must not duplicate their work but help to put an end to 
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existing duplication "by seeing to It that the test qualified agency In each 
phase of the Intelligence field should assune and carry out Its particular 
responslhlllty. 

In the succeeding chapters of this report we will suggest concrete steps 
for giving effect to these general principles. In doing so we will start from 
the premise vdilch we have stated above that the existing legislation affords a 
good basis on vdilch to build a central Intelligence service. Furthermore, as 
the most practical method of approach, we will examine what has been accom- 
plished through the Central Intelligence Agency under this legislation and 
suggest ae we go along the specific and. In some cases, fundamental changes 
which we consider desirable. In this way we will build upon what we now have 
rather than attempt to start anew and build from the ground up. 

CONCLUSIONS AND RECOMMENDATIONS 

(1) Section 102 of the National Security Act of 1947 establishes a 
framework for a sound Intelligence system and no amendments to this Section of 
the Act are deemed necessary at this time. 

(2) The Central Intelligence Agency Is properly placed In our govern- 
mental structure under the National Security Council. 

(3) The Central Intelligence Agency should be empowered and encouraged 
to establish throu^di Its Director closer liaison with the two members of the 
National Security Council on \rtiom It chiefly depends, namely, the Secretaries 
of State and Defense. 
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CHAPTER m 

THE ORGANIZATION AND ADMINISTRATION OF 
THE CENTRAL INTELUGENCE AGENCY 

ORCiAHIZAnON 

The national Securlt 7 Act of 19^7 does not nalos detailed proTlalon for 
the organization of the Central Intelligence Agencj. It prorldes that the 
Asoncj shall he headed bj a Director of Central Intelligence and that he "shall 
be appointed by the President, by and with the advice and consent of the Sen- 
ate, from among the commissioned officers of the Armed Services or from among 
IndlvldualB In civilian life". 

With one exception, noted below, the Director la free to organize the 
Central Intelligence Agency as he chooses and to appoint to positions within 
the organization persons of his own selection, as well as to teimdLnate their 
employment without regard for normal Civil Service procedures. 

In this chapter we discuss the admlxilstratlTe organization of the Central 
Intelligence Agency, leaving for Chapter X, when we have ccanpleted our exami- 
nation of the various activities of the Agency, an appraisal of the over-all 
direction of the organization In relation to Its assigned mission. 

In carrying out his task of organizing the Central Intelligence Agency, 
the Director has designated as his Immediate subordinates a Deputy Director 
and an Executive Director*. Assisting this directing group In a staff capacity 
are the Interdepartmental Coordinating and Planning Staff (ICAPS); the General 


* General Order No. 11 of the Central Intelligence Agency, dated September llf, 
19^, which Is to become effective shortly, abolishes the post of Executive 
Director. 
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Counsel vho handles all legal and leglalatlre work; the Advisory Council, a 
small staff which represents the Director In handling cosninml cations Intelli- 
gence natters; the Executive for Adnlnl strati on and Manageneint, in charge of 
financial and hudgetaxy natters, eudnlnlstratlve services, siqiply and general 
housekeeping, personnel and nanagement advice and surveys; and the Executive 
for Inspection and Security, responslhle for Internal security policies and 
Investigations, |hyslcal security arrangements. Inspections and audits. (?or 
Organization Chart as of January 1, see Annex No. 5)* 

The Interdepartmental Coordinating and Plaxmlng Staff (ICAPS), comprising 
persons nominated hy the Depeurtaents of State, Amy, Navy and Air Force, has 
the primary responsibility for assisting the Director and the Intelligence 
Advlsozy Committee with respect to the coordination of intelligence activities. 
(See Chapter IV ) . 


The other functions of the Central Intelligence Agency cure performed in 
five Offices'*', each headed ly an Assistant Dlzector. These are the Office of 
Be ports and Eatlmates (CBE), Office of Special Operations (OSO), Office of 
Policy Coordination (OPC), Office of Operations (OO), and Office of Collection 
and Dissemination (OCD). A chart shoving 'the personnel strength of 'the various 
parts of 'the Agency as of December 24, 1946 is given in Annex No. 6. 


The responsibility of the Central In-telligenoe Agency to "correlate and 
e-ralua'te intelligence relating to the national security" is assigned to the 
Office of Reports and Estimates (ORE). However, as we will point out la'ter, 
(See Chapters V and VT) , a clear distinction has never been made within the 


* Ve understand that since this report was wxdtten s'teps cure being taken 'to 
create a separate Office of Scientific Intelligence. 
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Of floe of Reporta and Eatlmataa 'between the duty of correlating national In- 
telligence and performing other mlscellaneoua reporting actlrltlea which are 
more In the nature of "static" ccmmon aerrlce functions. 


25X1 

25X1 

25X1 


The "operating" aervlceB of coimnon concern \*lch hare "been aaaigned to 
the Central Intelligence Agency are carried out by three Offlcea. The Office 
of Special Operations la responsible for foreign espionage and counter-espionage 


(See Chapter VTII ) . 




The Office of Policy 


Coordination is charged with conducting secret operations abroad under a spe- 
cial mandate from the National Security Council which stipulated that the Aa- 
siatant Director^ Office of Policy Coordination^ mus-t be nominated by the 
Secretary of State, and that his appolntn»nt by the Director Is subject to 
approval by the National Secxirlty Council. This la the only case, as mentioned 
above. In which the National Security Council has prescribed Internal eu’range- 

ments within the Central Intelligence Agency or limited the appointive author- 
ity of the Director. (See Chapter IX). 


The Office of Collection and Dissemination combines a variety of functions, 
each somewhat differently related to the over-all mission of the Central In- 
telligence Agency. It performs static services of common concern In that It 
complies and maintains certain biographical, library and other reference mate- 
rials. It also performs a coordinating function In handling Intelligence col- 

lectloo requests of the Central Intelligence Agency and the other departments. 
Finally, It perfomis administrative functions such as the reception and dis- 
semination of documents and reports. (See Chapter IV). 
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AEMTUISTRATION 

The administrative requirements of an organization such as the Central 
Intelligence Agency, which carries out overt and covert activities, n»ny of 
which are highly specialized, cannot ho expected to conform to normal admlnl 8~ 
tratlvo practice. The entire organization Is, to some extent, affected hy 
special security requirements, and these are particularly difficult to handle 
with respect to secret Intelligence and related operations. 

It Is for these reasons that wo are opposed to proposals for Increasing 
the degree of administrative centralization In the Central Intelligence Agency*. 

In particular, the administrative prohlems associated with secret work abroad 
are of such an unconventional character that they need to ho given special 
treatment. (See helow, page ll6). 

Administrative arrangements which do not at first sight appear to he ef- 
ficient or economical may he necessary In the Central Intelligence Agency. 
Personnel requirements for certain typos of work cannot conform to nomal Civil 
Service standards, and the demands of security often Impose special and unusual 
procedures. This situation must he imderstood not only hy those responslhle 
for the liitornal organization of the Central Intelligence Agency hut also hy 
Congress and the Bureau of the Budget. 

The charge Is scmetlmes made that there are too many administrative person- 
nel and that the Central Intelligence Agency organization Is top heavy In this 
respect. The Executive for Administration and Management and the Executive for 

* General Order No. 11 provides for the centralization under an Executive for 
Administration (former Executive for Administration and Management) ^ all 
budget, services, personnel and management functions, both overt and covert. 
This measure Is, In our opinion, unsound and contrary to the principles 
advocated In this report. 
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Inspection and Security together represent a large number of personnel total- 
ling overP 


jout of a total of about This figure does not Include per- 


sonnel performing administrative functions In other parts of the organization. 
However, regardless of the criticism directed against numbers, criticism sho^uld 
be properly directed against policies and procedures. (See Chapter X) . 


BUDCET 

The Central Intelligence Agency appears to have no serious budgetary 
problem and is favored by adequate Congressional support. The budget proposals, 
as approved by the Director, are submitted each year with the authorization of 
the National Security Coimcil to the Bureau of the Budget where they are 
handled by one official who has full security clearance. Then the budget is 
supported before special sub -committees of the Appropriations Committee of the 
two Houses of Congress. After approval, arrangements are made with the Bureau 
of the Budget so that various parts of the budget are appropriated to other 
departments. Thus, there is no official appropriation to the Central Intelli- 
gence Agency, but there are a number of separate blantot and unidentified ap- 
propriations to other departments, which act as the vehicles for transmitting 

the funds to the Central Intelligence Agency. 

Both Congress and the Bureau of the Budget have reft^alned from examining 
in detail the internal workings of the Central Intelligence Agency in order to 
determine the Justification for the budget. It is ln5)ortant that such dis- 
cretion and security be continued and that special treatment be accorded. 
However, in order to Justify this, it is necessary that the National Security 
Council continuously assure Itself as to the proper management and operations 
of the Central Intelligence Agency, serving as the informed sponsor of the 
Agency and as the protector of its security . 
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In summary, we believe that the present arrangements for handling the 
difficult (juestiQii of the budget for the Central Intelligence Agency are sound 
and that the Agency has not been hanqpered in carrying out Its present respon- 
slbilltles by lack of fxaids. 

SECURITY 

Although there is no evidence of any laxaess in the administrative ar- 
rangements for security, there are a number of circumstances and policies which 
detract from the general security of the Central Intelligence Agency. It is 
very difficult to create adequate security, other than mere physical security, 
around an organization which was publicly created by statute, en^loys about 
three tho\isand individuals, and encompasses a wide variety of activities. The 
fact that seme of these activities are carried on is a matter of public record; 
the existence of others and particularly operating details are highly secret. 
Yet, by combining in a single organization a vide variety of activities, the 
security of the covert activities risks being conQ>rcmleed by the lower stand- 
ards of security of the overt activities. 



This security problem is an afteimath of the wartime period, with its 
public dramatization of espionage and other secret operations and a rapid 
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turnover of personnel. Intelligence has become a subject of general discus- 
sion to which the publicizing of Inter-agency rivalries has contributed. For 
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During the past year, there have been newspaper and 


magazine articles concerning the Central Intelligence Agency and Its secret 
activities abroad. 


Lest further Incidents of this character occur, every effort should be 
made to prevent the public disclosure of secret Information relating to the 
operations of the Central Intelligence Agency. Under the National Security 
Act (Section 102 (d) (3)), the Director of Central Intelligence la made re- 
sitonslble for protecting Intelligence sources and methods from unauthorized 
disclosure. This mandate appears to give the Director authority to resist 
pressure for disclosure of secret Information. 

If, however, In hie relations with Congress or with other Government de- 
partments, the disclosure of secret Information Is sought from the D'lrector, 
and If he has any doubt as to whether he should comply. It should be established 
practice for him to refer the question to the National Security Council in 
order that It may determine whether or not disclosure Is In the public Interest. 


We believe that other steps can also be taken toward an Improvement of 
security. There should be greater flexibility In the Central Intelligence 
Agency's orgEuilzatlon by distinguishing between those functions which are 
written Into the statute and hence are public and those whose existence, and 

iTtPSECKrl “ 


Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 




Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 


iTOPSEaEfl 

Persons vho might otherwise be qualified and interested In Intelligence 
as a career hare been discouraged from entering this field or hare left 
It. 


On the whole, morale within the Central Intelligence Agency Is not good. 
The chief reasons appear to be uncertainty as to the future of a career In In- 
telligence, the widespread criticism of the performance of the Central Intel- 
ligence Agency and dissatisfaction with leadership. Among the civilians there 
Is a realization that military personnel who come and go occupy many of the key 
'positions; and among sane of the military personnel there Is often discontent 
arising from a lack of Interest In Intelligence and a belief that a tour of 
duty In the Central Intelligence Agency will not lead to Servloe advanoemant. 

Delay In obtaining security clearances has caused particular difficulty 
In recruiting personnel. Although the security of Its personnel needs to be 
beyond question, procedures and restrictions should not be so rigid that secu- 
rity Is obtained only by sacrificing talent. Imagination and Initiative. 

There Is a relatively high proportion of Service personnel In key posi- 
tions In the Central Intelligence Agency. Although this figure has decreased 

the T>ast year. Service personnel still occupy the three top positions. 
In certain Instances, officers have been accepted for responsible positions 
who are without adequate Intelligence experience or aptltxide. There are the 
further drawbacks that Service personnel are In many cases assigned for a 
brief tour of duty, preventing continuity. 

It Is, of course, important that hl^y qualified Service personnel be in- 
responslble positions where they can \tse their particular background 
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and training, vork fcsr the closer association of the Central Intelligence 
Agency and the Services. However, we believe that the prpportloii of Service 
personnel now In key posltloEis Is too hl^. 

In our terms of reference, we are asked to submit our findings and rec- 
ommendations as to the "utilization and qualifications of Central Intelligence 
Agency personnel". It Is difficult to make any sweeping Judgment on this 
subject. The Central Intelligence Agency Is a large, sprawling organization 
which combines many diverse functions and has correspondingly difficult person- 
nel requlrfflnents . Moreover, the organization has grown fast euad. In many 
cases, quantity has been attained at the expense of the quality of the person- 
nel selected. Many able persons have left the organization and few qualified 
ones have been attracted to It. On the hlgier levels, quality Is uneven and 
there are few perecms who are outstanding in Intelligence work. 


An appraisal of the directing personnel of the Central Intelligence Agen- 
cy «n<^ of general administrative policies goes so much to the heart of this 
Survey that we reserve discussion of these questions until a later chapter. 
(See Chapter X) . 


CONCLUSICaiS AND RECOMMENDATIONS 

(l) The centralization of all atolnlstratlon In one off ice is undesirable 
since secret operations require their own separate administration. 


(2) The present arrangements for handling the difficult budgetary ques- 
tions of the Centred. Intelligence Agency are soundly conceived, and the Agency 
has not been hampered In carrying out Its present responsibilities by lack of 


fluids . 
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( 3 ) To assist the Director In carrying out his statutory duty of protect- 
ing Intelligence sources and methods he should, In oases where the disclosure 
of secret Information Is sought from him and he has douht as to whether he 
should coolly, refer the question to the National Security Council In order 
that It may determine whether or not disclosure Is In the public Interest. 

(h) In the interest of security, the Central Intelligence Agency should 
increasingly enq>haslze Its duties as the coordinator of Intelligence rather 
than Its secret Intelligence activities In order to reverse the present un- 
fortunate trend where It finds Itself advertised almost exclusively as a secret 
service organization. In this way It can help to cover up rather than to un- 
cover the secret operations entrvisted to It. 

(5) The placing in key positions of a largo percentage of military per- 
sonnel, many of them on relatively short "tour of duty" assigoment, tends to 
discourage competent civilian personnel frca. looking to employment In the Cen- 
tral Intelligence Agency as a career. 
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CHAPTER IV 


THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY 
FOR THE COORDINATION OF INTELLIGENCE ACTIVITIES 


The coordination of the Intelligence activities of the several departments 
and agencies concerned with national security was a primary reason for estah- 
llshlng the Central Intelligence Agency. This Is clear from the early dlscus- 
slons concerning the creation of a central agency and f^cm the language of 
Section 102 of the National 3ec\arlty Act. 


THE STATUTOBY FBOVISIONS 

To achieve this purpose, the Central Intelligence Agency was assigned the 
duty of advising the National Security Council In matters cancemlng such In- 
telligence activities as relate to the national security emd of making recoBi- 
mendatlons to the National Security Council for their coordination. The Act 
does not give the Central Intelligence Agency Independent authority to coordi- 
nate Intelligence activities. Final responslhlllty to estahlish policies Is 
vested In the National Security Council. 


This duty of advising the National Security Council, together with the 
two other principal duties of correlating national Intelligence and performing 
common services as determined hy the National Security Council, all serve the 
general purpose of coordination. In fact, these three haslc duties of the 
Central Intelligence Agency, althovigh distinct In themselves, are neoessarlly 
Inter-related and the performance of cne function may Involve another. 

For e iamp lfl, In performing Its duty of advising on the coordination, of 
Intelligence activities, the Central Intelligence Agency may reconmiBnd to the 
National Security Council the means to he esployed In the asseoibly of reports 
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and eBtinatsB requlBlte for the performance by the Agency of its eeccnd duty, 
the correlation of national Intelligence. As another eianiple, the Central In- 
telligence Agency may recommend, In accordance with Ite duty to make recammen- 
datlona for the coordination of Intelligence actlvltiee, that a particular In- 
telligence function he performed henceforth hy the Agency Itself under Its 
third duty of proTldlng eervlces of common concern more efficiently accom- 
plished centrally. 

The statutory limitations upon the authority of the Central Intelligence 
Agency to coordinate intelligence activities without the approval of the Na- 
tional Security Council were obviously designed to protect the ^.utonomy and 
Internal arrangements of the various departments and agencies performing in- 
telligence fimctlons. The Secretaries of departments who are memhers of the 
National Security Council are in a position to review reccnmendatlons of the 
Central Intelligence Agency concerning their own depajrbments, and provision Is 
made that other departmental heads may he Invited to attend meetings of the 
National Seciirlty Council vhen matters pertaining to their activities are under 
oonsideratlon. In spite of these calculated limitations on the authority of 
the Central ^telllgence Agency, it is deco* that the Agency was expected to 
provide the initiative and leadership in developing a coordinated intelligence 
system. In practice, the National Security Council has, almost without excep- 
tion, approved the recommendations submitted to It hy the Central Intelligence 
Agency for the coordination of intelligence activities. 

The national Seciirlty Act does not define the "intelligence activities" 
which are to he coordinated under the direction of the National Security Council, 
or specify the departments idiose activities are covered. Presumably all 
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intelllgonce activities relating to the national security are Included, from 
collecting Infomatlon In the first Instance to the preparation and dlssemlna- 
tlon of finished Intelligence reports and estimates. The criterion, a very 

"broad one. Is "such Intelligence activities as relate to the national 

security" and not the identity of the departments concerned or the nature or 
locale of the Intelligence activity. Thus, practically no limitations are set 
upon the scope of the Intelligence activities with which the CentraJ. Intelli- 
gence Agency is to concern Itself. 

THE ORGANIZATION AND OPERATION OF THE MACHINERY FOR COORDINATION 

Three organizations assist the Director of Central Intelligence In dis- 
charging his responsl'bllltles respecting the coordination of Intelligence ac- 
tivities: the Intelligence Advisory Committee (lAC), with Its Standing Com- 
mittee; the Interdepartmental Coordinating and Planning Staff (ICAPS) of the 
Central Intelligence Agency and the Office of Collection and Dissemination 
(OCD), also In the Central Intelligence Agency. 


rUTELLIcaSNCE AD7ISQRY COMMTPTEE 

The membership of this CcBmlttee, created by National Security CounclD 
Intelligence Directive No. 1 of December 12, 19^7 (See Annex No. T)> Includes 
the Director of Central Intelligence^ as chairman, the heads of the Intelligence 
staffs of the Departments of State, Army, Navy and Air Force, the head of the 
Joint Intelligence Group of the Joint Staff and the Director of Intelligence 
of the Atomic Energy Commission. It Is the direct successor to the Intelligence 
Advisory Board •*diloh was created "by President Truman In his letter of January 22, 
19^ setting. up the Central Intelligenoe Group (See Annex No. 3)< 
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Beginning with the discussions that preceded the creation of the Committee 
there have "been two different concepts as to Its proper mission. On the one 
hand was the view, held In the various departments, that the Committee should, 
In a sense, he a "governing hoard" for the Central Intelligence Agency. On 
the other hand. It was argued that Congress had set up the Agency autonomously 
and that any Interdepartmental committee should serve merely In an advisory 
capacity at the discretion of the Director. The solution estahllshed in Intel- 
ligence Directive No. 1 lies between these views. 


In practice, the role of the Committee has not been significant, and In 
our opinion, this has been one of the reasons for the weaJmess of the present 
arrangements for the coordination of Intelligence. In this chapter and the 
next we will submit our reconnnendatlans for Increasing the responsibility of 
the Intelligence Advisory Committee, both with respect to the coordination of 
Intelligence activities and the preparation of Intelligence estimates. 


The members of the Intelligence Advisory Committee are authorized to pass 
upon recommendations of the Director of Central Intelligence to the Natio na l 
Security Council and upon directives proposed by the Director In ln5)lementatlon 
of National Security Council Intelligence Directives. Although It is Incunibent 
upon the Director to transmit to the National Security Council dissents of 
members of the Committee to his recommendations, the Ccmmlttee may not prevent 
the Director from mak-ing his recommendations to the National Security Council 
regardless of dissents. Where unanimity Is not obtained on a proposed direc- 
tive among the military department menibers of the Conmlttee, the Director Is 
required to refer the problem to the Secreteury of Defense before presenting It 
to the National Security Council. 
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The actlTitleB of the ^iitelllgeiiioe AdTlsor 7 Cconittee hare heea largelj 
confined to taking fortihl action, uauallj- by Totlng allpe, upon dlrectlToa 
proposed by the Director of Central Intelligence to be submitted to the national 
Seourlty Council or upon UpleiMntlng dlrectlres. These actions are prepared 
for the Cdsnlttee by the Interdepartmental Coord Inatli^ and Planning Staff and 
the Co«lttee'B own Standing Cotmnlttee of departmental representatlTes. The 
CcMdttee has met only Infrequently and has had little to do with the continu- 
ing coordination of Intelllgenoe actlTltles or with the preparation of coordi- 
nated Intelligence estimates.* This situation Is probably duo to a combination 
of circumstances. Including the failure of the Director to appreciate the 
reaponslblllty of the Central Intelllgenoe Agency for bringing about coordina- 
tion, lack of mutual confidence among the departments and the Central Intelli- 
gence Agency anda general failure to understand how a coordinated Intelllgenoe 
system can bo brought about. 


The conception of the Intelligence Advisory Coamiittoe Is sound. It Is 
sound because Intordeparlmental coordination In such a couplloated field as 
Intelligence cannot bo achieved solely by directives without the fullest 
cooperation of the Interested departments. It requires frequent consultation 
and continuing oollaboratlan on all Inqiortant questions. The Intelllgenoe 
Advisory Comilttoo shoiad bo the mediiua for acocBqjllshlng this, but It will 
not succeed If It continues to meet only Infrequently, and avoids serious 
grappling with Intelligence problems and continuous consultation on questions 
of common Interest. 


*Oh this subject, see Chapter V and particularly page 75 ^ere there Is a dis- 
cussion of the ^ hoc committee sot up In March, 19k8. 
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msEoapiomaairAL cogirdiiiatiiio and plannhc staff (icaps) 

This vas set \q> as a staff unit of the Director of Central Ditelll^enoe 
to assist him in Ms respoiiBi'bllltles for the coordination of Intellleence ac- 
tivities. Its neoibers are representatives noeiinated hj the Intelligence or- 
ganizations of the State, Anajr, Nav7 and Air Force Depajrtinents; the senior 
State Department representative Is the Chairman of the group. 

The assigned task of ICAPS Is to revlev the Intelligence activities of 
the Government, and assist the Director In Initiating measures of coordination 
for recosnaendation to the National Security Council. Ih order to accceQ>lleh 
this mission effectively. It should have intimate knowledge of the organiza- 
tions, respcnslhllltles, activities and priorities of the various intelligence 
agencies. Actually, Its achievements reflect Inadequate knowledge of these 
subjects snd failure to appreciate the breadth of the responsibility of the 
Central Intelligence Agency for coordination of Intelligence activities. 

ICAPS has been largely concerned with the coardlnatlon of Intelligence 
activities by assisting in the preparation of the nine National Security Council 
Intelligence Directives end the four Isqjlementlng directives of the Director 
of Central Intelligence. 

It was originally eipected that ICAPS would act as the secretariat 
or working staff for the Intelligence Advisory Cosimlttee, but owing In part to 
the Infrequent meetings of the Coomlttee, this has not happened. Moreover, 
there has been confusion between the functions of ICAPS and those of the 
Standing Committee cci!Q)rlslng representatives from the staffs of the menhers 
of the Intelligence Advisory Committee, with the result that respanslbllltles 
are divided Rtid unclear. Moreover, the status of the members of ICAPS has been 
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ambiguous because It has never bean entlrelj- clear vhether the gzx>up vaa pri- 
marily a staff of the Director of Central Intelligence or a coomlttoo repre- 
senting the msBiber agencies. This has left the group with divided loyalties 
and uncertainty as to Its mandate. 


The position of ICAP8 has been rendered more difficult because Its nsBibers 
have been given operating responsibilities >diloh are not only unrelated to 
their primary task of assisting to formulate plane for the coordinating of In- 
telligence, but are responslbllltlee which seem to belong more properly to the 
operating branches of the Central Intelligence Agency. Thus, one member of 
the staff serves as the full-time liaison officer with the Joint Intelligence 
Group of the Joint Staff. This Is piirely an Intelligence research report- 
ing function In which the Office of Reports and Estimates has almost exclusive 
Interest. Moreover, the official liaison officer from the Central Intelligence 
Agency to the National Security Council staff Is the Chairman of ICAPS. This 
function also cancems matters affecting primarily the Office of Reports and 
Estimates and. In fact, a representative from that Office now also works with 
the National Security Council staff. 


In these and other ways ICAPS has acquired operating rather than planning 
functions and has become, to some extent, a buffer between the operating parts 
of the Central Intelligence Agency and outside agencies. In carrying out both 
its planning and operating functions, it Is not In close touch with the Intel- 
ligence branches of the Central Intelligence Agency. There are numerous com- 
plaints that it is not only falling to carry out Its own mission properly, but Is 
actually impeding the other parts of the Central Intelligence Agency in carry- 
ing out theirs. 
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m general, ve have found that IGAPS, staffed tj IndlTiduale nhoee exper- 
ience vlth prohlena of intelligence organization la not extenslre, 
a clear and firm mandate, has failed to undertake a broad and effect Ire pro- 
gram of coordlnatlcn of Intelligence activities. It has been allowed to dis- 
sipate Its energies In activities for which It is not suited and to neglect Its 
primary mlsslcn. It has not given the lagiresa^cn within the Central Intelli- 
gence Agency or outside that it grasp a the nature of the responsibility for 

coordination of intelligence activities which Is Imposed upon the Central 
Intelligence Agency by the National Security Act. 


OFFICE OF COLLECTION AND DISSKMUIATION 

The Office of Collection and Dissemination combines three functions, only 
one of which Is directly related to the task of coordinating Intelligence 
activities. 

In the first place. It acts as a service organization for the other Of- 
fices of the Central Intelligence Agency by procuring Intelligence data from 
other agencies and by disseminating to those agencies the Intelligence collected 
or produced by these Offices. Its second task is the provision of certain 
services of common concern for the benefit of the Central Intelligence Agency 
and other agencies. These include the maintenance of an intelligence library 
and of certain central registers and indices. 

Finally, the Office of Collection and Dissemination performs certain co- 
ordinating functions with respect to the collection of Intelligence. It proc- 
esses all Intelligence requests received by the Central Intelligence Agency, 
whether these call merely for documentary material or require field collection. 
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It canvassea the collection capabilities of the Agency and all other appropriate 
agencies in order to dete rmin e how beat to meet these requests. Thus, if the 
Office of Naval Intelligence should request of the Central Intelligence Agency 
in-^ometlon on the petroleum producing oapabllltles of rarlouB foreign coun- 
tries, the Office of Collection and Dlsaamlnatlon would determine the intelli- 
gence resources which should be tapped in oivier to satisfy the request. If the 
request cannot be satisfied within the Central Intelligence Agency it will de- 
termine what outside agency is capable of prociiring necessary information and 
will be responsible for forwarding the request to such agency. In the course of 
this action, the Office cf Collection aind Dissemination will attempt to discover 
vdiether any other agency has a similar requirement for information which might 
be combined with the original request. In this manner the Office assists in 
coordinating the requlreoents and collection requests received from within the 
Central Intelligence Agency and from outside agencies. 

It is obvious that this functlota of coordination is designed to meet cur- 
rent requests and does not Involve a broad responsibility continuously to mon- 
itor and coordinate the collection procedures and requlreoDBents of the various 
Intelligence agencies, including the Central Intelligence Agency. Such a re- 
sponsibility wo\ild force the Office of Collection and Dissemination into the 
position of a central clearing house for all collection requirements and re- 
quests of all agencies. It would be impractical to have such an arrangement 
due to the mass of administrative detail InvolTed and the resulting delay in 
the satisfaction of the requests. Da practice, direct Inter-agency requests, 
not requiring coordination, may by-pass the Central Intelligence Agency 
completely. 
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NATIONAL SECURITY COUNCIL TNTKT.T.TGETJCE DIRECTIVES 

The foraal accoaqpllBhment of oTer-all coordlnatlcm I 0 represented nalnlj 
hy nine Intelligence Directives approved hy the Rational Security Council upon 
recoonendatlon of the Director of Central Intelligence In consultation vith 
the Intelligence Advisory Connnlttee, end four Impleiiientlng directives vhlch 
need not he discussed here. 

The Rational Security Council Intelligence Directives* provide for the 
coordination of Intelligence activities In various vays. The basic Directives, 
Nos. 1, 2, 3 and 4 seek to achieve coordination of Intelligence activities hy 
allocation of general areas of responsibility to the several departments and 
to the Central Intelligence Agency. 

Directive No. 1, as we have pointed out, establishes the general arrange - 
manta for such coordination. It sets up the Intelligence Advisory Committee, 
discussed above, to advise the Director of Central Intelligence, i^eclfles the 
procedures for the Issuance of Intelligence Directives and defines the duty of 
the Central Intelligence Agency with respect to the production of "national 
Intelligence.” ^isofar as practicable, the Central Intelligence Agency "ediall 
not diQ)lloate the Intelligence activities and research of the various Depart- 
ments and Agencies, but shall make use of existing Intelligence facilities." 
The Directive provides for exchazige of Infonnatlon between the Central Intel- 
ligence Agency and 'tiie departawntal agencies, and authorizes the assignment of 
officers to the Central Intelligence Agency by the departmental organizations. 
It also Includes provision for the Central Intelligence Agency to request au- 
thority to inEq>ect Intelligence material In agencies of the Government. 




*6ee Amexes No. 7-1^ for the texts of the Directives. 

SO 
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Directive No. 2 allocates reBponslblllty for the collection abroad pf 
overt intelligence among the Departments of State, Army, Navy and Air Force by 
establlaning "certain broad categories of agency responsibility." Political, 
cultural and sociological Intelligence are assigned to the State Depeu*tmraxt. 
Military, naval and air intelligence are assigned to the respective Services. 
The collection of economic, scientific and technological intelligence is allo- 
cated to each agency "in accordance with its respective needs." The Directive 
provides for coordination of these collection activities in the field by the 
senior United States representative. 

Directive No. 3 is an elaborate definition of categories of intelligence 
production, l.e., basic, current, staff, departmental and national Intelligence, 
and it assigns the responalbllltles of the departmental agencies the Central 
Intelligence Agency in intelligence production. The same areas of "dominant 
Interest" are specified as for intelligence collection, and the production of 
"national intelligence" is reserved to the Central Intelligence Agency. How- 
ever, the terms of the various definitions are broadly drawn, the exceptions 
are numerous, and confusion of intelligence functlone has continued despite 
the effort to eliminate it by definition. 

Directive No. provides that the Central Intelligence Agency shall take 
the lead in preparing a comprehonslve outline of national intelligence objec- 
tives, and from time to time shall indicate the priorities attaching to these 
objectives. 
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Four of the DirectlveB, Noe. 5, 6, 7 emd 8, asslgo certain "services of 
common concern" to the Central Intelligence Agency under the authority granted 
In the National Security Act (Section 102 (d)). These are coordinating actions 
In the sense that, hy conitnon agpreement, they assign to the Central Intelligence 
Agency primary or exclusive responslhlllty for conducting certain Intelllgerfce 
activities of ccmmon concern. Directive No. 5 provides that the Central Tn - 
telllgence Agency vlll conduct all espionage and counter-espionage operations 
abroad except for certain agreed activities and It also provides that the Cen- 
tral Intelligence Agency will coordinate covert and overt collection activities. 
(See Chapter VIII). 
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Directive No. 7 gives the Central Intelligence Agency authority for the 
exploitation of doBeetlc sources of foreign intelligence, and provides for the 
participation of departnental agencies in this activity. (See Chapter VII). 

A fourth "service of cooimon concern" is provided in Directive No. 8 >diich 
assigns to the Central Intelligence Agency responslhllity for maintaining a 
central file of hlographlcal data on foreign scientific and technological 
personalities. 

These Intelligence Directives allocate responelbllltles to the Central 
Intelligence Agency In fields which have been conceded to be those of common 
concern where work can best be done centrally. This is also true of the allo- 
cation to the Central Intelligence Agency of responsibility for the conduct of 

secret operations (other than intelligence) abroad by the Office of Policy 
Coordination which was acconqpllshed by direct National Security Council action 

(NSC 10/2) and not by Intelligence Directive submitted through the Intelligence 
Advisory Comnilttee. (See Chapter IX). In all of these cases where particvilar 
functions of common concern have been assigned, the allocation of functions 
has been generally accepted as sound. 

the dbgsee of coordination achieved 

In spite of these formal directives for the coordinatlan of intelligence 
activities, it is probably correct to say that departmental Intelligence ac- 
tivities are substantially unaffected by this program of coordination except 
where the Central Intelligence Agency has been given exclusive responsibility 
for certain activities. 
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In general, there ia an absence of effective coordination under the lead- 
ership of the Central Intelligence Agency and there is virtually no supervision 
of the ways In which the various directives are carried out, except that the 
Central Intelligence Agency controls those common service activities assigned 
to It. Conflicts of Jurisdiction and duplication of activities remain. In 

nany cises th.y have not o.oly bean unresolved, which Is hardly surprising after 
i-;3h 1 short time, but they remain unrecognized and unacknowledged. 

Despite the provisions of Directives Nos. 2 and 3 In regard to the allo- 
cation of dominant interest, each department collects and produces the Intel- 
ligence It chooses according to priorities It establishes. The very large 
loopholes In these directives and the absence of any continuously effective 
monitoring of their implementation makes this possible. The Central Intelli- 
gence Agency itself has become a con^jetitlve producer of intelligence on sub- 
jects of its own choosing which can by no stretch of the Imagination be called 
national intelligence. (See Chapters V and VT) . The amount of undesirable 
duplication among intelligence agencies Is considerable and the absence of co- 
ordinated Intelligence collection and production Is serious. 

In our opinion, certain essentials for the ln 5 )rovem.ent of this situation 
woiad include: continuous examination on the initiative of the Central Intel- 
ligence Agency of instances of duplication and failure of coordination; direc- 
tives which establish more precisely the responsibilities of the various de- 
partments; and the effective carrying out of plans through close inter-depart- 
mental consultation at all levels. To a greater or lesser degree, all of these 
es;;entials are lacking at the present time. 
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Clearlj, ae pointed out above, the authority of the Central Intelligence 
Agency to coordinate Intelligence activities Is subject to directives of the 
National Security Council. However, the responsibility to advise the National 
Security Council and to make recommendations for coordination Is squarely placed 
on the Central Intelligence Agency. Therefore, lack of authority in a specific 
situation should not deter the Central Intelligence Agency from exercising Its 
responsibility to submit recommendations so that proper coordination will re- 
sult. If there are doubts astohow the coordination should bo affected, it Is 
the duty of the Agency to ask the National Security Coiincil to resolve them. 

The coordination of Intelligence activities today is particularly lnq)ortant 
in three fields Illustrative of the general problem, namely -- scientific in- 
telligence, damestlc Intelligence and counter-intelligence affectin g the na- 
tional security, and communications Intelligence. 


SCIEMTII’IC INTELLIGENCE* 

The field of scientific and technological intelligence is obviously one 
which may overshadow all others in lizQJortance . At the present time there is 
no proper coordination of effort in this field, which Is one in which there Is 
a broad airea of common Interest. In fact, this diffusion of responsibility Is 
confirmed In National Security Council Intelligence Directives Nos. 2 arid 3 
■tdilch allocate collection and production responsibilities for scientific and 
technological Intelligence to "each agency in accordance with Its respective 
needs." 

♦Since this report was written, steps are being taken to create In the Central 
Intelligence Agency a separate Office of Scientific Intelligence and to trans- 
fer to It the Nuclear Energy Group now in the Office of Special Operations. 
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Each of the allltarj SerTlcee colleota scientific and technological In- 
telligence In accordance with Its own program and produces such reports as It 
chooses. The Central Intelligence Agencj performs certain central collecting 
serrlces throu^ Its Office of Operatldns and Office of Special Operatlans. 
The Office of Special Operationa also houses the Nuclear Energ 7 Group which la 
the central goremmental unit for Interpreting atomic energj Intelligence. 
Separate frcsi It Is a Scientific Branch In the Office of Reports and Estimates 
uhlch was eapected to 'become the central group for stimulating and coordinating 
scientific Intelligence. It has not yet filled this role. The Research and 
DeTolopmeint Board does not Itself actlTely engage In scientific Intelligence 
but has an Ij^ortant Interest In the field. Its needs should therefore be 
glren major cansldaratlcn In plana and arrangements for coordination. 

In summary, responsibilities are scattered, collection efforts are unco- 
ordinated, atomic energy Intelligence Is divorced from scientific intelligence 
generally, and there Is no recognised procedure for arriving at authoritative 
intelligence estimates In the scientific field, with the possible exception of 
atomic energy. Here is a situation >dilch must have priority In coordination of 
intelligence activities. In Chapter 7T wo propose certain steps ^Ich come 
within the scope of this survey. 


IX)MESTIC DfTELLIQKMCE AND COUN'rjSH-INTELLIGENCE AFFECTING THE NATIONAL SECURITY 
Another broad field requiring coordination is that of foreign Intelligence 
derived from domeetlc sources and the allied field of domestic counter-lntelli- 
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responsibility for the other activities 


Is scattered among the State Department, the Armed Serrlces, the Federal Bureau 
of Investigation and the Central Intelllgesice Agencj. There is little effec- 
tive coordlnatlcsi among then, except on a case hasls. 


The Federal Bureau of Investigation, vhlch has primarily security and lav 
enforcement responslhllltles, Is concerned In fact with an lnQ>ortant eirea of 
Intelligence. This Includes domestic counter-esplcmage and counter -sahotage, 
control of ooiaminl st and other suhverslve activities and surveillance of alien 
Individuals Ami groups. All of these functions are closely related to the com- 
parable activities abroad of the Central Intelligence Agency. They all have 
an liQ)ortant Intelligence ai^ect, particularly today >dien Intelligence from 
domestic and foreign sources is so closely related. Ihe fact that the Federal 
Bureau of Investigation Is primarily concerned with security and lav enforce- 
ment may result In a failure to e^lolt the intelligence possibilities of a 
situation and may create difficulties In reconciling the intelligence with the 
seciurity interests. 


The Federed. Bureau of Investigation Is not part of the exlstli^ ma- 
chinery for coordination of intelllgenoe through the Intelligence Advisory 
Coemittee or otherwise. There 1s no continuing manner whereby domestic intel- 
llgenoe and counter-intelligence are related to over-all national intelllgenoe 
in order to serve the general puzi>o8e set forth in the National Security Act 
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"of coordinating the Intelligence actiTltlea of the eeveral Government depart- 
ments and agencies in the Interest of national aecurltj. " 

In our opinion, the Central Intelligence Agency has the duty under the Act 
to concern Itself vlth the problem of coordinating those phases of domestic 
Intelligence and counter-intelligence which relate to the national security 
and should submit recommendatlonB on this subject to the National Security 
Council. This Is not Incanslstent with the stipulation of the National Security 
Act that the Central Intelligence Agency "shall have no police, subpoena, law- 
enforcement powers, or internal security functions." It would in fact serve to 
carry out the program of coordination set forth In the Act In a broad field 
which has hlthei*to been largely neglected. 

A Slop toward bringing about the coordination we recommond would be to 
provide for closer association of the Federal Bureau of Investigation with the 

Intelligence agencies by making It a member of the Intelligence Advisory 
Committee. 

C0M4UNICATI0HS INTKLLIGEENCZ 

25X1 

A further problem In the field of coordination of Intelllgenoe activities ! 

Is that of ocmmunl cations Intelligence. We have referred above to Intelligence 


We have not made an on-the-spot examination of comminlcatlGnB Intelligence 
and, ir view of the neoessarlly stringent security restrictions. It seemed un- 
wise that a non-govemmental comalttee such as ours, without specific mandate 
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to go into the >Aiole subject, should press such an inquiry. Accordingly, the 
Survey Group Is not In a position to expires a Jud^^mt upon the efficiency 
of the present arrangeioente for the production of comnunlcations intelligence 
throu^ the separate establishments of the Anay and the Navy. ¥e have, however, 
generally cansidered the problem of communications intelligence insofar as it 
relates to the over-all arrangements for the coordination of Intelllgenco 
activities. 

We consider that coordination of oommunl cations Intelligence is of most 
vital concern not only to the Services but to the Department of State in the 
formulation of policy and to the Central Intelligence Agency in its operations 
and other activities. The procedure by >dilch the United States Communications 
Intelligence Board was establlehed conformed to vbat should be the normal func- 
tioning of the arrangements for the coordination of activities in that the 
Board was established by National Security Council Intelligence Directive 
adopted upon the recommendation of the Director of Central Intelligence and 
the Intelligence Advisory Comnlttee. 

To be effective, communl oat ions intelligence must be properly coordinated 
at all stages, from collection and production* to dissemination and use. 
One of the prime objectives of coordination in this field is to assure prompt 
receipt of the product of communications intelligence by its essential users 
In State Department and the Central Intelligence Agency, as well as in the 
Services. As we have pointed out in our subsequent chapter dealing with 

*We understeuad that, at the direction of the Secreteo’y of Defense, a committee 
coBqprlsing representatives of the three Services is conq)leting a study of the 
question of creating a Joint organization for the production of communications 
intelligence. 
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secret Intelligence operations (Chapter VIII), there Is some reason to hellere 
that these operations and communlcatlona .Intelligence activities are notat the 

present time sufficiently closely coordinated so as to provide for each the 
anailmim support from the other's work. 


We further helleve that the recommendation we have made In this chapter 

for the ooordUi«tlan of lotolllgmoo aotlrltlee could boot bo oohlorod vlth 

roapoot to oomounloatloos Uitolllgonco bjr „ailog the Director of Centre! Ih- 

tolllgence permnent chalmen of the Dnlted stetee Cc^nnlcatlone Intelligence 
Board. 


PROPOSAIfl FOR IMPROVED COORDINATION 

In order to re«d, the etletlng eltuetlon In reepeot of coordlnetlon of 
eotlYltlee, eereml etepe are neceeeary. The Director of Central Intelligence 
nuet aho. a nnch greater concern tlnm hitherto with the general problan of co- 
ordination of Intelligence actlrttles ,*loh le one of hie eeBentlal statutory 
duties. His is a responsibility to all of the dspartnents conoemed ulth na- 
tional security, It can be properly discharged by leadership, lunglnatlon, 

inltlatlre and a realltatlon that only a Joining of efforts can achlere the 
desired results. 

The other menibers of the mteUlgence Advisory Committee must also share 
in the general responsibility for carrylag out the Intent of the National Se- 
curlty Act by quickening their Interest and exhibiting a spirit of active co- 
operation. No amendment to the Comlttoe' e charter as set forth In Intelligence 
Directive No. 1 appears necessary to bring about this Uqjrovement. 

In the next chapter where we deal with the question of national intelll- 
gence estimates .we propose that the Intelligence Advisory Coamilttee assume a 
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more active role in producing these estimates. In our opinion, this would not 
only tmprore the relevance and quality of the estimates but would give 

the Conmittee the impetus and the background it needs to deal effectively with 
the coordination of Intelligence activities. More than any other stage in the 
intelligence process, the consideration of estimates should reveal the defi- 
ciencies and overlaps as well as the accomplishments in intelligence. 

We believe, as stated above, that the FedercQ Bureau of Investigation 
should be added to the permanent membership of the Intelligence Advisory Com- 
mittee. We also believe that the Atomic Energy Commission and the Joint Staff 
might be dropped from the regular membership. The role of the Atomic Energy 
Commission in Intelligence is a limited one and confined to a highly specialized 
field. The representation of the Joint Staff upon the Intelligence Advisory 
Conmilttee appears to bo largely duplicative in view of the predominantly Serv- 
ice membership of the Committee. However, they, together with other interested 
agencies such as the Departments of Treasury emd Commerce, the Besearch and De- 
velopment Board and the National Security Besouroes Board, should attend meet- 
ings idienever matters of direct concern to them are being considered. 

Within the internal organization of the Central Intelligence Agency the 
Interdepartmental Coordinating and Plajaning StedTf (ICAPS) should be set up 
clearly as ad integral part of the Agency, charged with the task of seeking 
out, studying emd developing, in consultation with the other parts of the 
Central Intelligence Agency and outside agencies, plans for the coordination 
of Intelligence activities. It should have no responsibility for current oper- 
ations, except that certain current tasks of coordination (such as some of 
those now performed by the Office of Collection and Dissemination) might be 
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carried out under Its direction. The reconstituted ICAPS >*loh might appro- 
priately be called "Coordination Division" should be small, its members should 
be persons interested In, and qualified to deal with, problems of Intelligence 
organization. Finally, and perhaps most Important of all, the Director must 
look upon this reorganized and strengthened group as hie major support in fia- 
fllllng one of his most difficult assignments under the Shtlonal Security Act, 
that of advising the National Security Council on the Intelligence activities 
of the Gfovemment and making recoomiendatlons for their coordination. 

It la our belief that the relationship between certain of the functions 
presently performed by ICAPS and the Office of Collection and Dissemination 
should be considerably closer. ICAPS Is responsible for the promulgation of 
plans and policy In relation to the coordination of collection activities. As 
one of Its tasks, the Office of Collection and Dissemination coordinates actual 
collection and dissemination and in some respects Is In a position to Implement 
the general plane and policies for coordination. Constantly dealing with the 
day-to-day "working level" problems of collection, the Office of Collection and 
Dissemination Is In a good position to make recommendations in regard to the 

Improvement of collection procedures and the coordination of collection 
activities. 

We, therefore, recommend that the collection and dissemination functions 
of this Office be placed under the new Coordination Dlvlslorv subject to future 
determination of the extent to which Individual Offices may conduct their own 
dissemination. (See Conclusions to Chapters VII and VIII). We further recom- 
mend that all of the library. Index and register functions be separated from 
the Office of Collection and Dissemination and be placed In a centralized Ee- 
search and Eeports Division as described In Chapter VI. 
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CHAPTER V 

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE 
AGENCY FOR NATIONAL INTELLIGENCE ESTIMATES 

THE MAKDATE UlTOER THE NATIONAL SECtlRITy ACT AND THE DIRECTIVES 

One of "the principal dutlaa assigned "to the Central Intelligence Agency 
"for the purpose of coordinating the Intelligence activities of the several 
Govexmaant departments and agencies In the Interest of nati ona l security" la 
"to correlate and evaluate Intelligence relating to the national security, and 
provide for ^t^ appropriate dlaaemlnatlon. " The Central Intelligence Agency 
la thus given the respanslblllty of Seeing to It that the United States has 
adequate central machinery for the examination and lnteiT>retatlon of Intelli- 
gence so that the national security will not he Jeopardised by failure to co- 
ordinate the best Intelligence opinion In the country, baaed on all available 
Information. 

In our opinion, this responsibility has not been adeq.uately discharged, 
and lomedlal msasurea are necessary. There la confusion as to the proper role 
of the Central Intelligence Agency In the preparation of Intelligence reports 
and estimates. This confusion has resulted from Incorrect Interpretation and 
lack of proper Inplementatlon of the statute and the directives. The reasons 
for this go to the heart of the national Intelligence problem and need to be 

examined In some detail In order to discover how the necessary Improvement can 
be made . 

Although the Act provides that "the departments and other agencies of the 
Govermaent continue to collect, eveauate, correlate, and disseminate de- 

partmental Intelligence," the statute does not limit the duties of the Central 
I 1 65 
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InteUIgnnoe Agency to correlate euod eraluate Intelllgenoe, except by the 
standard of "national Beourlty." Interpretation of these statutory provlalans 
vas made by the National Security Council In Intelligence Directives No. 1 wr»^ 
No. 3. 

Intelligence Directive No. 1 (See Annex No. 7) provides that the Director 
of Central Intelllgenoe shall produce* Intelligence relating to the national 
security, called national InteHlgonoe, and that "in so far om practicable, ha 
ahal 1 not duplicate the Intelllgenoe activities end research of the various 
Departments and Agencies but shall make use of existing IntolUgenoe facilities 
and ahal 1 utilise departmental Intelligence for such production purposes." 
The directive also stipulates, that national Intelligence disseminated by the 
Central Intelllgenoe Agency "shall bo officially concurred In by the Inbelll- 
gonce Agencies or s ha l l carry an agreed statement of substantial dissent." 

These provisions are to some extent clarified In Intelllgenoo Directive 
No. 3 (3oo Annex No. 9 ) which defines national Intelligence as "integrated de- 
partmental IntelUgonoe that covers the broad aspects of national policy and 
national security. Is of oonoera to more than one Department or Agency, «uid 
transcends the exclusive oacqpetenoe of a single Department or Agency or the 
HLUtary Establishment." 

Directive No. 3 then places on the Central Intelligence Agency the ro- 
sponsiblllty for the production and dissemination of national Intelllgenoe. 
Such Intelligence la to be developed and assembled In coordination with other 
departments and agencies In order to obtain Intelligence developed within the 

* The term "produce," as used here, means the prepeuratlon issuance of as- 
sembled and interpreted Intelllgenoe reports and estimates. 
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scope of their respective missions which will assist in the production or com- 
plement the assembly of national Intelligenoe . The directive also instructs 
all agencies to maintain sufficient research facilities to meet their individ- 
ual needs and to assist in satisfying the requirements of other agencies. 

Areas of "dominant interest," a teim which is not specifically defined, 
are allocated by the directive to the various iepartmenta as follows: political, 
cultural and sociological intelligenoe to the Department of State; military 
intelligence to the Armj, naval intelligence to the Navy, air intelligence to 
the Air Force; and economic, scientific and technological Intelligence to "each 

agency in accordance with its respective needa." Upon this framework la built 
the fonial pi^sgram of IntelMgenoe production by the departmental agencies and 

the Central Intelligence Agency. 


The algnif leant provlBlon of Directive No. 3 for the Central Intelligenoe 
Agency ia the definition of mtlanal intelligenoe, for irtilch the Agency la 
given exclusive reaponalblllty, although it is recognlted as having rights and 
reapohflibllltles with respect to other forma of intelligenoe as well. In ef- 
fect the directive Interprets the vague provision of the National Security Act 
on "Intelligence relating to the national security" to cover a particular type 
of intelligenoe reasonably distinct from departmental intelligenoe and con- 
forming to admittedly broad but generally conq)rehenslble specif 1 oat ions. 

The purport of the National Security Act as supplemented by the directive 
in regard to the production of national intelligence can bo understood and 
Justified in the light of the history and general objectives of the Act. Be- 
hind the concept of a Centnil Intelligence Agency lay the necessity not only 
for the coordination of diversified Intelligenoe actlvltlos (See Chapter IV ), 

and for the perfoimance by the central agency itself of certain aorvlces of 
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cananon usefulness (See Chapters VT-IX), hut also for the coordination of In- 
telligence opinion In the form of reports or estimates affecting generally the 
national security as a whole. 

Although the Act and the Intelligence Dlrectlrea give the Central Intol- 
llgence Agency the Independent right of producing national Intelligence, Direc- 
tive No. 1 stipulates that such Intelligence shal.1 be officially concurred In 
by the Intelligence agencies or shall carry statement of substantial, dissent. 
As a practlcaLL matter, such estimates can be written only with the collabora- 
tion of experts In mauiy fields of Intelligence and with the cooperation of 
severeil d^eurtnents and agencies of Ck>Temment. A national Intelligence 
report or estimate as aissembled and produced by the Central. Intelligence 
Agency should reflect the coordination of the best Intelligence opinion, 
based on a1 1 available information. It should dead, with topics of wide 
scope relevant to the determination of basic policy, such as the asseasment 
of a country's war potential. Its preparedness for war. Its strategic capabil- 
ities and Intentions, Its vulnerability to various forms of direct attack or 
Indirect preas\u*es. An Intelligence estimate of such scope Inevitably "trauc- 
Bcends the exclusive oon^etence of a single Depaurtment or Agency or the Mili- 
tary EstabHahment." A major objective, then, in establishing the Central In- 
telligence Agency was to provide the administrative machlneary for the coordi- 
nation of Intelligence opinion, for Its aseembly and review, objectively and 
Ing^aurtlally, au^ for Its e:q>resslon In the form of estimates of natlcnad. scope 
and Ingpoziianoe. 


THE CONCEPT OF NATIONAL IWTELLICEENCE ESTIMATES 


The concept of natlanaLl Intelligence estimates underlying the statute and 
the directives Is that of an authoritative Interpretation emd appralsad. that 
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w:ll serve as a firm guide to policy-makers and planners. A national .intel- 
ligence estimate should reflect the coordination of the beet intelligenoe 
opinion. It should be based on all available information and be prepared with 
full knowledge of our own plana and In the light of our own policy requirements. 
The estimate should be compiled and assembled centrally by an agency tAobs 
objectivity and disinterestedness are not open to question. Its ultimate 
approval should rest upon the collective responsibility of the highest officials 
in the various intelligence agencies. Finally, it should command recognition 
and respect throughout the Government as the best available and presumably the 
most authoritative intelligence estimate. 

The production of national Intelligence estimates by the Central Intelli- 
gence Agency falls far short of such a concept, in part for reasons which the 
Central Intelligence Agency does not control. The principle of the authori- 
tative national intelligence estimate does not yet have established acceptance 
in the Government . Each department still depends more or less on its own intel- 
ligence estimates and establishes its plans and policies accordingly. In the 
Military Establishment there is some coordination through the Joint Chiefs of 
3taff who rely upon the advice of the Joint Intelligence Committee which, in 
turn, rests primarily upon the contribution of the three Service departments. 
Neither the Central Intelligence Agency nor the State Department participates 
directly in these procedures in the Milltaiy Establishment, and the estimates 
of the Joint Intelligence Committee are in most cases more restricted in scope 
than a national intelligence estimate. Within the State Department the policy- 
makers are, for the most peirt, their own intelligence advisors. Finally, there 
is no systematic way of tapping that domestic intelligence infonnatlon, ^ich 

should be chiefly in the hands of the Federal Bureau of Investigation, having 
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a ‘bearing on broader intelligence leaues. At the National Security Council 
level the Intelligence estimate •which is applied to policy papers is brought 
to bear throvigh the Individual departmental representatives and the Independ- 
ently produced contributions of the Central Intelligence Agency. 


Although ■the task Is made more difficult by a lack of general acceptance 
of the concept of national intelligence estimates In the Government, It Is, 
nevertheless, the clear duty of the Central Intelligence Agency under the 
statute and the directives "to assemble and produce such coordinated and author 1- 
tat Ive e at Imates . 

THE ORGANIZ/triON AMD ACTIVITIES OF THE CEHTHAL INTELLIGENCE AGENCY FOR THE 
PRODUCTION (F KATIOKAL IHTKTJ.TGaSNCE 

Unfortunately, the attention of the Central Intelligence Agency has been 
largely diverted from the objective of producing national intelligence. We 

find in examining Its organization and activities, that major emphasis is not 
placed on the unique national Intelligence function of the Cen'tral Intelligence 

Agency but that this function Is large]y diffused and dispersed In an organiza- 
tion which concerns Itself with a -variety of intelligence -producing activities. 
These Include summaries of current developments, political reports, backgrotmd 
studies on countries and areas, economic reports, etc. (See Chapter Vl) . 


In •the original Central Intelligence Group It was conceived that there 
would be a anall organization of highly qualified individuals which would limit 
Itself strictly to national Intelligence problems and base Its ■work primarily 
on -the specialized reports and estimates produced by the departments rather 
t. h«p employ a large research and analysis organization of Its own. However, 
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tb6 character of the organisation changed, and the Office of Beports and Sstl- 
matea, which now carries out the reaponslhllltj of the Central Intelligence 
Agency for Intelligence reporting, discharges a large number of Intelligence- 
producing functions. These Include, to a limited extent, the production and 
coordination of national Intelligence but also other functions, to be describ- 
ed In Chapter YI. Seme of the latter functions duplicate those carried on in 
other deparl 2 ients , and some are inoz*e In the nature of ccomon seirrlces on be- 
half of the other agencies, although they are not always recognized as such. 


Under the Assistant Director for Reports and Estimates and his deputy Is 

There Is a broad base of 


a large organization 


six regional or geographic Branches, each a research and estimate-producing 
unit with responsibility for one area of the world. In addition, a Map Branch 
does map research and publishes map and geographic data and a Scientific 
Branch Is concerned with studies In the field of scientific Intelligence. 


Studies and estimates are also produced by fire "Consultants Panels" 
dealing with economics, transportation and communications, military affairs. 
International organizations emd "global survey," respectively. The product of 
these Branches and Panels Is Issued through one of two "Groups," the Current 
Intelligence Group and Staff Intelligence Group which have editorial and de- 
partmental liaison responsibilities. A third Group, the Basic Intelligence 
Group, performs supervisory and editorial functions with respect to the fulfil- 
ment of the National Intelligence Survey (basic intelligence) program by the 
Central Intelligence Agency and the departmental agencies. Finally, a Plans 
and Policies Staff develops programs, priorities and policies for the Office 
and Includes a small unit which handles Information from communications Intel- 
ligence sources. 
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The intelligence output of this organitatlon which can be properly termed 
'national intelligence" la not lsQ>re 88 lve. The subjecta are normally aelected 
on the initiative of the ataff Itaelf or aa the reault of diacusaiona in the 
National Security Council ataff, where a member of the ataff of the Office of 
Reports and Eatimatea generally partlclpatea. In producing these reports the 
Office usually employs the research of its own ataff instead of drawing to- 
gether and coordinating contributions from departmental agencies. Such depart- 
mental contributions are available to the Office of Reports end Estimates under 
the terms of National Security Council Intelligence Directive No. 5 as inter- 
preted in No. 5/I- ("Standard Operating Procedure for the Production of Stetff 
Intelligence") but in fact only a small number of the reports are actually 
derived from departmental contributions. The customary procedure has been for 
the Office of Reports and Estimates to prepare a basic draft which is then 
circulated to the Depairtments of State, Army, Navy and Air Force for their 
conmenta and concvirrence or dissent. This procedure has proved to be ineffec- 
tive as a means of producing coordinated national intelligence. The depart- 
ments peurticlpate more as outsiders reviewing the materleLl of another agency 
them as collaborators sharing JTesponslbllity in an enterprise of equal concern 
to all. 

In spite of the use of the system of concurrences for certain types of 
reports, the position today of the Central Intelligence Agency is that of an 
Independent producer of national intelligence, the quality of whose product is 
variable and the Influence of which is questionable. The tendency within the 
Central Intelligence Agency has been to emphasize the Independent production 
of intelligence and this emphasis has led to two results. 
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In the first place, the intelligence produced by the Central Intelligence 
Agency >ian not always been relerant to policy requirements and has lacked effec- 
tiveness. In the second place, there has been a failure to develop coordinated 
national Intelllgonce \dilch would supersede Independent departmental efforts 
to produce over-all intelligence. 

It is perhaps tirue that the efforts of the Central Intelligence Agency 
have been criticized partly because the opinions expressed by the Agency were 
occasionally at variance with the opinions held In the departments; but there 
have been other reasons. The Independent Intelligence estimate is felt to be 
useful but never decisive Inasmuch as the Central Intelligence Agency cazmot 
and does not by Itself have all the specialized qualifications needed to pro- 
duce national Intelligence, and la not, as an independent agency, in constant 
Intimate association with the policy-makers and planners, a knowledge of 
whose work and Intentions Is Indlspenslble to soimd intelligence. 

There la also criticism that the product of the Central Intelligence Agency, 
regardless of Its quality or tn5>ortance, gets fomal circulation at the highest 
levels In the Government even though Its content may not coincide with the 
views of departmental officials whose own information may be more reliable and 
complete. There Is In fact a serious danger that the product of the Central 
Intelligence Agency may be looked upon as coordinated national Intelligence, 
which It usually 1s not. 

What has happened 1s that the creation In the Central Intelligence Agency 
of a largo Office of Reports and Estimates performing, as will be emphasized 
In the next chapter, a variety of functions that are not truly related to the 
coordination of national Intelligence ostlmatos, necessarily means that concern 

I TOP SECRET! 


Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 



Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 


iTBPSECHnl 

with national Intelligence prohlems Is diminished, that the area of conqwtltlon 
with the departmental agencies Is enlarged and that the Central Intelligence 
Agency concentrates more on the Independent production of Intelligence than on 
Its coordination. 

Administrative arrangements within the Central Intelligence Agency euid 
"between the Agency and the other departments and agencies have contributed to 
this situation. Personnel In the Office of Reports and Estimates who are 
responsible for national intelligence (and this Includes aljncst everybody In 
part, Inasmuch as national Intelligence functions are scattered throu^out all 
parts of the Office) receive little guidance as to what they should report on. 
To a leurge extent they select their owi sub Jects and establish their own priori- 
ties, and this practice only Increases the criticism from which much of the 
product suffers. Finally, the liaison relationships with outside agencies are 
unsatisfactory although this situation Is largely the result of the lack of a 
clear conception of the proper mission of the Central Intelligence Agency in 
the coordination of Intelligence opinion in the form of national estimates. 

The most significant exception to a rather general failure to coordinate 
Intelligence opinion In national estimates was a series of reports on Soviet 
capabilities and intentions, beginning In March, 1948, by an ^ hoc committee 
of representatives o? the Departments of State, Army, Navy and Air Force under 
the chairmanship of the Central Intelligence Agency. This case Illustrated 
that, when properly used, the existing Interdepartmental arrangements can, 
under the leadership of the Central Intelligence Agency, provide the President 
and top policy-makers with an authoritative Intelligence estimate. 

After seme Initial delay following the receipt by the Army of a dlstiurblng 
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message from General Clay, the President on March l6, 19^8 received from Central 
Intelligence Agency a hrlef short-range estimate as to the likelihood of war, 
discussed and concurred In hy all the Interested agencies- Divergent views had 
heen reconciled anil a unanimous estimate drafted. The In^jortance of this pro- 
cedure* particularly in eua emergency situation, is difficult to overemphasize; 
It Insures that ai i the interested agencies have contributed to consideration 
of the situation and estahllshes their collective responsibility for the esti- 
mate. If divergences cannot be reconciled, at least the opposing points of 
view can be Identified.* The possibility of any one service arriving at a 
false or con^jletely contradictory estimate and of Independent actions being 
taken as a result Is thereby reduced. 


The procedure of consultation followed In March was In this particu l a r 
case largely fortuitous. There was at the time no regularly established pro- 
cedure for such consultation. It was not nor has It since become normal prac- 
tice either for "ordinary" or "crisis" estimates as we believe It should. 


* The first message from General Clay was received on March lith, but there 
does not appear to have been Interdepartmental consultation before March 
13th. Although views were at first divergent, the estimate of March l6, 
19^, submitted to the President, was unanimously concurred In by the Central 
Intelligence Agency and the Intelligence agencies of the Departments of 
State, Army, Navy and Air Force. It estimated the likelihood of war during 
the ensuing 60-day period. However, the next estimate In the series, dated 
April 2, 19^8, which sought to extend the estimate beyond the 60-day period, 
was accompanied by an Air Force dissent on the grounds tji^t ths International 
situation was so delicate that It would be unwise to speculate beyond the 
short term. 

The clrcumsteuices leading to the March l6th estimate received wide publicity 
as a jresult of the reference to It In Vol. I, p. 1? of the Report of the 
Committee on the National Security Organization (Eberstadt Committee), In 
the following terms: "Testimony was presented to the Committee that In the 

spring of I 9 W, a mistaken Intelligence estimate, prepared by a departmental 
Intelligence agency, stimulated recommendations — which If followed -- ml^t 
well have baH serious consequonces . Fortunately, In this Instance, the Cen- 
tral Intelligence Agency and other Intelligence groig>s correctly evaluated 
the available Information In good time." 
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the reconciliation of Intelligence estlznates the Connnlttee vould almost auto- 
matically he able to assist the Director more effectively In coordinating in- 
telligence requirements and developing sovmd arrangements for the coordination 
of intelligence generally. 

The membership of the Intelligence Advisory Committee, as we have pointed 
out in Chapter IV, would Include the Director of Central Intelligence as chair- 
man, and representatives from the Departments of State,* Army, Navy and Air 
Force and the Federal Bureau of Investigation. ^ hoc membership should be 
given to other Agencies, such as the Atomic Energy Commission, Joint Staff and 
Research and Development Board, whenever appropriate. 

These revised arrangements should make adoqiiate provision fbr the Viatii^i 
of major emergency situations so that there is automatic consultation and 
collective responslbllltv when quick estimates are required. We have seen that 
in the past such consultation has been largely fortuitous and could not bo 
relied upon to operate prcoQ)tl7. 

This proposal would not affect the responsibility of the Joint Ihtelllgonoe 

CoBiftlttse to prepare strictly military estimates for the Joint Chiefs of 
Staff and perform such other military duties as the Joint Chiefs cf Staff ml^t 
assign. Through the mamberahlp of the Serrloe Intelligence chiefs on the In- 
telllgenoe Advisory Committee and through oloee liaison between the Joint 
Intelligence Group and the nev Estimates Division In the Central Intelligence 
Agency, every effoz*t should be made to Insure the consistency of the Joint 


* See below, page 1 ^ 9 > for a diaousslon of the status of the State Department 
representative . 
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Intelllgenoe Comilttee ' s military appraisals and tbs broader national estimates 
of the Central Intelligence Agency and the Intelligence Adrlsory Camnlttee. 

Whatever eorangement Is decided upon, there are certain general condi- 
tions which must he observed, if intelligence estimates are to be sound and 
timely. All information, whether it originates from Intelligence sources or 
whether it ccmes from other sources including operations, must be available 
to the intelllgenoe people who by putting together and studying aU of the 
bits of information must provide the overall interpretation. There Is always 
a dangerous tendency, particularly in time of crisis, when it can be most 
serious, for vital Information to be withheld on the grounds that the intel- 
ligence personnel should not see it because it concerns operations or for 
alleged security reasons. In other instances the disseminatlqn of vital but 
eensitlve material Is restricted to a very few people at the top levels with 
the result that those Individuals who are most competent to analyze a particu- 
lar situation are left out of the picture entirely. It is therefore neces- 
sary that Intelligence estimates be made in full light of our own policies and 
operations. The preparation of such estimates shoiild not be Impeded by any 
barriers arising frcm security considerations or otherwise, which may Jeop- 
ardize the soundness of the Intelligence product. 

Finally, any discussion of the preparation of national estimates would be in- 
adequate without two caveats . The first applies to those who prepare the estimates j 
the second to those who may use them. Prejudice in the form of stubborn adher- 
ence to preconceived ideas la likely tobe the gravest danger to sound intelli- 
gence. Estimates are subject to the risk of being colored and twisted to reflect 
the prejudices of those who prepare them. This can best be countered by providing 
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reasonable checks and balances as we have endeavored to do In the con5»osltlon 
and responsibilities of the Intelligence Advisory Committee. If, for example, 
the State Dep£u*toent , which may be wedded to a particular policy, presents the 
facta distorted by faulty preconceptions, the final product, as reflected In 
an Intelligence estimate, will be defective. It la hoped that In such a case 
the now Estimates Group of the Central Intelligence Agency will supply an Ini- 
tial corrective and that the non-State Department members of the Intelligence 
Advisory Committee will have sxLfflclent breeidth of luiowledge to challenge the 
State Department estimate. Likewise, military estimates should be submitted 
to scrutiny so that they eire con5>atlble with each other and avoid the error, 
however unconscious, of magnifying the needs of their own branch of the Service. 

The Intelligence Advisory Committee, If It functions properly, and Is as- 
sisted by the disinterested work of the Central Intelligence Agency Is the body 
where such distortions should bo caught and corrected and the prejudices of 
one mind challenged by the thinking of a mind \rtilch at leeist does not suffer 
from the same prejudices. 

In turn, prejudice on the part of the policy-makers may render them blind 
even to brilliant achievements of an Intelligence service. They may Just re- 
fuse to listen to what they do not like. Hence, nothing woiild be more dan- 
gerous than to believe that if wo once had an effective Intelligence service 
emd am efficient intelligence estimating body, we would be immune to a disaster 
like Peairl Harbor. 

This does not load to the conclusion that Intelllgenoe la futile. It 
merely shows its limitations. If the Intelligence appraiser can keep from 
twisting and coloring the data he receives and If the policy-maker can keep a 
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rel.tlv. 1 , open mind «nd to prepared for continual re-oraluatlon of the aaeume- 
tlone onvhlch he le relying, then eound Intelligence eetlmatee con be e 
pillar of etrengtli for our national security. 

CONCLUSIONS AND RECGMKENUATIONS 


(1) a the Central atelllgence Agency there ha. toen confusion betHeen 
the reeponelblllty of producing coordinated national Intelligence estimates 
and reeponelblllty for mlecelloneoue research and repKirtlng actlrltlee. 

(2) The prorlelons of the national Security Act for the production of 
national intelligence eetlmatee, aa Interpreted by the national Security 

Council intelligence Dlrectlree, are sound but hare not been effectlrely 
carried out. 


(3) There should be cr«,ted In the Central Intelligence Agency a call 
Estimates Dlrlslon .hlch would draw upon and renew the specialised Intelll- 

gence product of the departmental agencies In orter to prepare coordinated 
national intelligence estimates. 


C) under the leadership of the Director of Central Intelligence, these 
estimates should be submitted for discussion end approyol by the reconstituted 

Intelligence Advisory Committee whose members should ossuito collective respon- 
sitility for them. 

(5) Provision should be made in these arrangements for the handling of 
crisis situations when coordinated estimates are required without delay. ' 

(6) Coordinated intelligence estimates produced in this way must, in 

order to be effective, be recognized as the most authoritative estimates avail- 
able to the policy makers. 
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CHAPTER VI 

SERVICES OF COMMON CONCERN: 

INTELLIGENCE RESEARCH AND REPORTS 

PEOPOSED RESEAECH AND REPORTS DIVISION 

We have recommended in the preceding chapter that there he created a 
small, high-level Estimates Division tc concern Itaeli* primarily with the cor- 
relation of national intelligence, subject to final approval hy the Intel- 
ligence Advisory Committee. If the responslhllity of the Central Intelligence 
Agency for the production of national intelligence is assumed by this Esti- 
mates Division, there will remain certain research and intelligence reporting 
functions now being performed by the Office of Reports and Estimates which 
might properly be carried out as a service of common concern by a newly con- 
stituted "Research and Reports Division". Other activities of the Office of 
Reports and Estimates should be discarded as being superfluous or competitive 
with the proper activities of departmental intelligence. 

There is presently within the Office of Reports and Estimates a nucleus 
for the proposed Research and Reports Division in fields of common concern. 
It includes the Scientific Branch, which should be strengthened and have re- 
attached to it the Nuclear Energy Group; the Map Branch, which produces maps 
and map intelligence as a recognized common service; the Economic and Trans- 
portation Panels; and some elements from the Geographic Branches. To these 
there should be added the Foreign Documents Branch of the Office of Operations 
(See below, page lOj) and the library, biographical and other registers and in- 
dices presently maintained by the Office of Collection and Dissemination. , 

Generally speaking, this Division will be responsible for authoritative 
research and reports in economic, scientific and technological Intelligence, 
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the maintenance of central reference facilities, and such other matters as are 
deemed of common concern. To the extent necess£iry> It will also coordinate the 
activities of the other agencies in these fields. Its staff should include in 
appropriate cases adequate representation from the State Department and Serv- 
ices so that, subject to policy guidance from the principal consumers, its 
products will represent the coordinated opinion of the best available talent 
and should be fully responsive to the requirements of the consumer agencies. 

In this chapter we suggest the type of activity which should bo discon- 
tinued as unessential or duplicative, the type of activity which should be 
retained as a conniDn service and seme activities, not presently caurrled out in 
the Office of Deports and Estimates, which should be performed by the proposed 
Besearch and Reports Division as services of common concern. It would be the 
responsibility of the National Seciirity Council, acting on the advice of the 
Director of Central Intelligence and the Intelligence Advisory Committee, to 
determine which of these central services might properly be performed, and we 
believe that the Coordination Division (ireconstituted Interdepartmental Co- 
ordinating and Planning Staff ) should examine this problem and prepare the 
necessary plans. 

PERIODICAL SUMMARIES 

The Off Ice of Reports and Estimates presently produces current intelligence 
in two principal forms: a top secret Dally Summary and a secret Weekly Summary. 
The former comprises abstracts of a small number of incoming and outgoing 
cables received during the preceding twenty-four hours. Approximately ninety 
per cent of the contents of the Dally Sunmary is derived from State Department 
Boirrces, including both operational as well as intelligence material. There 

•* iTOPSEnnl 


Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 



Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 


I TOP SECRET I 

are occasional commenta by the Central Intelligence Agency on portions of the 
Suumary, but these, for the most part, appear gratuitous and lend little weight 
to the material Itself. The result is a fragmentary publication which deals 
with operations as well as Intelligence, without necessarily being based on the 
most significant materials in either category. In a summary of this type, cir- 
culated to the President and the highest officials of the Government, there is 
an Inherent danger that it will be misleading to its consumers. This Is because 
it is based largely on abstracts of State Department materials, not in histor- 
ical perspective, lacking a full knowledge of the backgrounder policy involved 
and with little previous consultation between the Central Intelligence Agency 
and the State Department. Moreover^ it is incomplete because it is not based on 
all the most important materials . 

The Weekly Summary is more widely circulated than the Daily Summary, but 
also represents primarily political reporting and competes for attention with 
several departmental weekly summaries, particularly those of the State Depart- 
ment and the Department of the Army. 

Still another periodical publication is the monthly "Review of the World 
Situation." 


These summaries, particularly the Dally, are the subject of considerable 
controversy and are received with expressions ranging from moderate interest 
to strong criticism. The Weekly and the Dally are, to a certain extent, duplica- 
tive in that the State Department, to which political Intelligence has been 
assigned as an area of daalnant Interest, also disseminates its own operational 
and intelligence summaries on the highest levels. As both Summaries consume 
an inordinate amount of time and effort and appear to be outside of the domain 
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of the Central Intelligence Agency, we believe that the Daily, and poeslbly 
the Weekly, Suimary should be discontinued in their present form. We do, how- 
ever, appreciate the fact that, to some extent, there may be a need for such 
summaries, and we suggest that the newly constituted Coordination Division ex- 
amine the situation to determine whether there is such a need and how it can 
best be met. 

MISCELLAMEOUS REPORTS AND MEMORANDA 

The Office of Reports and Estimates also produces a variety of other re- 
ports, studies and summaries. Some of these are strategic and basic studies 
on foreign countries or areas, presenting the political, economic and military 
situation. Others are intended to be estimates of current international prob- 
lems. These are formal reports, dealing with a variety of subjects ranging from 
"Possible Developments in China" to "Opposition to the EGA". These estimate- 
type reports are circulated throughout the various agencies for the purpose of 
obtaining concurrence or dissent. But the fact that they are so circulated in 
no way means that they are properly coordinated estimates which represent the 
best thinking on the subject under review. They often deal with topics which 
are not particularly relevant to departmental problems or national IssueB, 
with the result that the various agencies often feel that it is an Imposition 
to be burdened with the responsibility for reviewing these documents, making 
appropriate comments and noting concurrence or dissent. 

The Office of Reports and Estimates also initiates more informal reports 
by means of intelligence memoranda produced spontaneously or in answer to spe- 
cific requests. These are not coordinated by circulation through the other 
agencies . Subjects again differ widely and include such topics as "Soviet 
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Much of this production la academic, tends to dup] 4 cate work In other de- 
parlaonts, has little relation to national intolll«ence , and Is not produced 
as a recognized service of ccnmon concern. On the other hand, some of this 
production might, subject to general agreement, be perfoiined as a central com- 
mon service. In our opinion, the newly constituted Research and Reports Divi- 
sion should refrain from the production of essentially political studies and 
miscellaneous reports and should concentrate its effort upon the production of 

reports in those fields clearly assigned to it as recognized services of com- 
mon concern. 

THE NATIORAL IMTELLIGENCE SURVEY 

Under National Sociirlty Council Intelligence Directive No. 3, the Central 
Intelligence Agency la charged with preparing an outline for the National In- 
telligence Survey — an extensive series of basic studies on all countries and 
areas of the world — and with coordinating the nece.3sary departmental contribu- 
tions. This study has been assigned to the Office of Reports and Estimates, not 
as the producer, but rather as coordinator of the program, \mder specifications 
and priorities approved by the Joint Intelligence Committee. This coordination 
Is achieved through the allocation of topics for research sind production for 
the particular purpose of the Survey series, but there is no provision for cen- 
tralization or coordination of current production In these fields. 


Under this series, various chapters and sections have been farmed out to 
the State Department, the Services, and other qualified agencies. For Instance, 
the Army has been assigned the responsibility for the sections on transportation 
and ccomunlcatlons . The assignment of these sections does not mean that Army 
Is recognized as having either primary Interest in, or continuing responsibility 
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toTf In'teLllgence vl'th respect to transpoz'tatlon. and oanmuiilcatlons . For the 
purpose onXy of the handbooks, the Hatlon&l Intelligence Survey eUmlnates dup- 
lication of production In certain fields and provides taoporary editorial 
coordination of basic Intelligence through the allocation of topics . It does 
not solve the problem, of centralizing or coordinating continuing research 
production In the fields of conmon interest. 

ECONOMIC, SCIENTIFIC AND TECHNOLOGICAL INTELLIGENCE 

The Office of Reports and Estimates appears to have made no serious attempt 
to produce coordinated estimates or authoritative intelligence in the fields 
of econceilc, technological and scientific Intelligence, In which no department 
is recognized as havliig a dominant interest. The six Geographic Branches, the 
Scientific Branch and a number of the Consultant Panels are variously Interested 
In these fields but have seldom produced authoritative Intelligence contribu- 
tions therein. We have found in our examination of the Central Intelligence 
Agency, State Deparlanent and the three Service intelligence agencies that there 
la much duplication and little coordination of production on these subjects. 
Although often along parallel lines, studies are independently produced by the 
various agencies and do not, therefore, represent the best available coordinated 
opinion. 

There has been an attempt in National Seciirlty Council Intelligence Direc- 
tive No. 5 to guide the effort of the various agencies into coordinated chan- 
nels by the allocation of certain fields of dominant Interest, but In the 
fields of econamlc, scientific and technological intelligence, each agency Is 
authorized to produce In accordance with Its needs. Thus, It Is In these 
fields, left open to all agencies and for which responsibility is now 
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divided and diffused, that the proposed Research and Reports Division could 
perform a valuable service of common interest by centralizing or coordinating 
research and Intelligence production. 


25X1 


It Is doubtful whether such a high degree of centralization in these fields, 
Including some essentially military intelligence, is desirable In this country. 
Our Service intelligence agencies have been assigned fields of dominant interest, 
and they will continue to produce military Intelligence within these areas. 
However, even if each intelligence agency confines Itself almost entirely to 
the production of Intelligence within Its field of dominant Interest, there 
remains a vast area of common Interest in such necessary supporting fields as 
economic, scientific and technological Intelligence. 


The economic field could Include, for example, industrial production, eco- 
nomic resources, metallurgy fuel% power, conmunlcatlons and teleccmmunl cations. 
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These are some of the subjects where there Is present duplication among our 
agencies and. In which a great economy of effort and Inqjrovement of product 
would result If Intelligence were produced centrally. To provide an effective 
contribution, the centrally produced reports on economic and industrial matters 
must represent the most authoritative cooardlnated opinion on the subject and 
nnist be accepted .as such by the consumer agencies. A principal new consumer 
would be the Estimates Division, recommended in the preceding chapter. We 
also recognize that the requirements of the various agencies In these mtters 
of cooBon concern will differ, and that each agency will need to adapt to its 
own particular problems the Intelligence produced In these fields. 


Few subjects of Intelligence are more Important than science and tech- 
nology, and yet little success -has been achieved In this country toward coor- 
dinating Intelllgonce collection and production In these fields. Among the 
agencies which are Interested and in a position to contribute are not only the 
Central Intelligence Agency, the State Department and the three Services, but 
also the Atomic Energy Comiilselon and the Research and Development Board.* 


We believe that there is an obvious need for more centralization of scien- 
tific Intelligence. Where centralization is not practical there should be the 
closest coordination among the existing agencies through the use of committees 
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euch as the present Interdepartmental atomic energy Intelligence committee 
which works in consultation with the Nuclear Energy Group of the Office of 
Special Operations (See below, page 11 1*-). A strong Scientific Branch, as a com- 
mon service within the Central Intelligence Agency, woiild be the loglcaJ. focal 
point for the coordination and. appropriate centralization of scientific intel- 
ligence. There appears to be no overriding reason for the segregation of the 
Nuclear Energy Group within the Office of Special Operations, and it would be 
preferable to reattach this Group to the Scientific Branch, even though some 
insulation may be necessary for security reasons.* 


To fulfill its responsibilities as the chief analytical and evaluating 
unit for scientific Intelligence, and conseq.uently as the principal guide for 
collection, the Branch would have to be staffed by scientists of the highest 
qualifications. We appreciate that in such a Branch it would be impossible to 
obtain a leading scientist for each of the many segments of scientific and tech- 
nological intelligence, but we believe that a staff of moderate size and of 
high quality can cope with the normal research and evaluation, co-opting, where 
necessary, personnel from such orgetnlzatlons as the Eesearch and Development 
Board and the Atomic Energy Cozmlssion. 

CONCLUSIONS AND RECOMMENDATIONS 

(1) In addition to the Eatlmates DlTlalon rocomoended in the previous 
Chapter, there should be created out of the present Office oT Roparts and Es- 
timates a Research and Reports DlTlslon toaccompllah central research in, and co- 
ordinated production of, intelligence in fields of ccmmon Interest. The staff 

* We understand that since this report was written steps have been taken to 
create a separate Office of Scientific Intelligence which is to Include the 
Nuclear Energy Group. 

InrsECKTl 


Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 






Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 


of this Division should include sufficient representation from the State De- 
partment and the Services to insure that their needs are adequately met. 

(2) The Coordination Division (reconstituted Interdepartmental Coor- 
dinating and Planning Staff) should be given the responsibility for studying 
the actual scope of the Research and Reports Division and for recomending 
those services of conmon concern which should be performed centrally. 

(5) The propriety of the preparation by the Central Intelligence Agency 
of essentially political summaries should be reviewed, taking into considera- 
tion the need for such summaries, the existence of a number of duplicating 
aumaarles and the particular capabilities of the Individual departments to 
prepare them. 

(4) The various reports, studies and sumnarles which are not national 
Intelligence or recognized senrlces of ccmmon concern should be discontinued. 
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CHAPTER Vn 


ILLEGIB 


SERVICES OF COMMON CONCERN: 

THE COLLECTION OF OVERT INTELLIGENCE 


The Office of Operations, under an Assistant Director, perforins a central 


conanon service through the collection of overt Intelligence’ 


Foreign Documents Branch ex- 
ploits foreign language documents and foreign periodicals and press for Intel- 
ligence purposes. 


ILLEGIB 
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The TorelgQ Documents Btranch Is engaged in completing Its exploitation of 
large quantities of amterials captured during the recent war. In addition, it 
monitors current press and periodical puhllcations and "besides these routine 
translations it occaslonall7 translates specific documents upon request. It 

also maintains for the rarious consumer agencies a continuing program of 
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al)stractliig from periodical pu1>lloatlona apeolflo aaterlala In such fields as 
electronics, transpoz^atlon, etc. 

There Is a constant and large flov of production from the Torel^i Docu- 
ments Branch In the fozmof extracts from the foreign press; current periodical 
abstracts, both general and technical, dealing vlth Items of Intelligence ralue 
contained In Soviet and other foreign periodicals; an Industrial card file rec- 
ord for Inclusion In the foreign DodUBtrlaO. Beglster of the Office of Collec- 
tion and Dissemination; hlographlcal Intelligence reports; a blhllograph 7 ot 
Busslan periodicals, S3>eolal accession lists and various translations of cur- 
rent material to meet continuing requirements. 


25X1 


25X1 


Inasmuch as It Is virtually lxq>os8lhle to have a large pool of expeirt 
translators uho are at the same time specleJ-lsts In various fields. It Is nest 
Important that the work of an agency such as the Forelgi Documants Branch he 
performed In close relationship to and under the constant guidance of the con- 
sumer agencies. It would, therefore, seem 


It would be preferable 


for the foreign Documents Branch to be a i>art of the proposed Besearch and 
Reports Division suggested In Chapter 71. 

CONCU^IDIIS ABD RBCQMffiNDATIONB 
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CHAPTER VIII 

SERVICES OF COMMON CONCERN: 

THE COLLECTION OF SECRET INTELLIGENCE 

tftider normal poacetlme conditions, the bulk of the Information on which 
a goremment bases its action In the International field 1s obtainable by overt 
means — that is to say, through diplomatic and military establlahiiBnta, 
through the press, scientific and technical publications and the nornal chan- 
nels of trade and International Intercourse. With these facilities available, 
the collection of Intelligence In peacetime through secret means assumes rela- 
tively secondary Importance. In fhct, as mentioned above, Insofhr as our own 
Government Is concerned, covert collection of intelligence was a negligible 
factor prior to World Whr II. 

Today It Is an understatement to describe conditions as merely abnornml. 
They are uniquely difficult from the viewpoint of intelligence. Where Com- 
munist regimes are in control the ordinary meana of securing Information 

are gwaerally lacking. In these areas. It Is true, we have a few diplo- 
matic missions and here and there some ccnsulcLr establishments. Their staffs, 
however, are so restricted and spied upon that they cannot perform their usual 
Information gathering functions. Sven the type of Information that is 
available for the asking here In the United States Is unobtainable there. 
In this whole great area of comnunlst domination It la not only military 
infonaatlon which Is kept secret, but It Is hard to get even slmnle and 
seemingly Innocuous details relating to the eoonomlo, financial and polit- 
ical develppoants which may furnish vital clues to political and military 
trends. 

lOPSaREF 
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Also, the methods of fifth column penetration practiced by the Communista 
follow a unique pattern in yarious foreign countries and in the United States 
which calls for the best that we have in the field of counter-intelligence. 

As a result of this, there la an urgent call upon our skill and ingenuity 
to find methods of informing ourselyes about Iron Curtain countries. As we 
cannot do it adequately by orthodox methods, an Increaalngly heavy burden 1s 
placed on..our secret intelligence and counter-intelligence and hence they have 
today a hl^er priority in our over-all intelligence picture than in the past. 

0^ THB CJffiTRAL IHTILLIGKNCB AGENCY TO CONDUCT SECRET INTELLIGENCE 

The responsibilities of the Central Intelligence Agency for the collection 
of covert intelligence abroad are performed as a "service of common concern" 
in accordance with the terms of National Security Council Intelligence Direc- 
tive No. 5 of December 12, 194?. (See Annex No. 11 ). Ifaiike the collection 
of overt Intelligence, where the mission of the Central Intelllgonoe Agency is 
a limited one, the collection of practically all covert foreign Intelligence 
1 b assigned to the Agency. 



Intelligence Directive No. 5 gives to the Central Intelligence Agency the 
following duties I 

a. To conduct all ors^ujlzed federal espionage operations abroad, 
except for agreed activities by other departments and agencies. 

b. To conduct all organized federal counter-espionage abroad, in- 
cluding occupied areas. 


c. To coordinate covert and overt intelligence collection, and to 
coordinate the activities of casual agents employed on covert missions by 
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It la arsuaa that tha pahattatlon of a oaat^Ilaai 
oaplOhh«a M«ht ^.tho, Ita ,atl« ..ataV aP a«anta, Wlt« tha aatloh 

Vlthout an affactlv. aacrat IntaUIganoa Samoa In tla» of artala, whaiaaa 
panatratlon of ona of aataml aaplonaga units night daatno^ its natvorha, hut 
aouJd lasts thoas of tha othsr. untouohad. 

Wa oonaldar thl. tiav to ha Inrgal^ thaoratloal, pnotldad aaplonaga la 

prspanlf conduotad to hasp tha Idantlt. of ohalna antl„l, .apamta and If 

ppopar aaourttf la nalntalnad In tha osntral offloa. In anj atant, wa fsal 

that thla dargar 1. la.a aarloua than tha oonfuslon and otarlnpplng In tha 

nsld of aaplonaga «iloh would naault If aavam aamoa. «,ra angagad In It. 

Adoption of a oantralltad aaplonaga struotura ha. naant that, aioapt for oar- 

taln oparatlcnaln ooouplsd araaa, tha foralgn ootart oparatlon. of othar 

sganolaa of tha Ootainnant hata haan dlaaoltad or tu»ad star to tha Oantrai 
XntelXlgenoe Agency, 

OKJANIZATION OF THE OFFICE OF SPECIAL OPERATIONS 

Tha Cantral IntaUIganoa Aganoi doa. not antar tha Intrloat. flald of 
foralgn aaplonaga and oountar-aaplonag. without .on, haolground of sxparlanoa. 
Tha oorart opamtlon. unit, hnown a. tha Offloa of Spaolal Oparatlon. (030), 

1. in affaot tha lagataa of tha oparatlng arparlanoa, tha raoorda, and mjj 
Of tha paraonnal of tha saorat IntaUIganoa (31) and oountar-asplonaga ( 1 - 2 ) 

tranoha. of tha fo^ar Offloa of strataglo Samoaa and Strataglo Samoa. 
Ufalt, War Dspartaaent. 


25X1 



Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 






Approved For Release 2003/08/18 : CIA-RDP86B00269R001 100090002-8 


iTOPSEOffTl 

field etatlona originally opened by the Offioe of Strategio Servioee and 
maintained by the Strategic Services Unit. In Ita headquarters structure it 
has drawn heavily upon the previous experience of these organizations in 
conducting war and post-war operations. 

Administratively, the Office of Special Operations is on the same level ■ 
as the jtour other Offices of the Central Intelligence Agency. Contact with 
the Director is maintained almost exclusively by its chief, the Assistant 
Director for Special Operations, and his deputy. The Assistant Director's 
personal staff also Includes an Executive Secretary, whose duties are ap- 
that of an executive officer, and several consultants advisors 
who deal with particular aspects of agent operations, archives, budget and 
the like. 


Under the Assistant Director, the organization is divided into three major 
operating groups. 


The Operations Group is responsible for the actual conduct of espionage 
and counter-espionage. Its major subdivisions are seven regional branches, 
each of which controls and guides covert operations in the particular area 
abroad for which it is respoMlble . These operating branches function inde- 


pendently of each other except at the top level, where branch chiefs coordinate 
operations involving more than one area. Security of branch operations is thus 
fairly well maintained within headquarters. It is the policy to assign person- 


nel to a particular area or country for considerable periods to adequate 
bac]cgro\ind for soiuid operations. Arrangements exist for the assignment of 
headquarters personnel to the field, and vice versa, althou^ a comprehensive 
program for rotation of personnel has not yet been worked out. 




Ill 
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Sereral staff uzilta, Including a deputy chief of operationa for counter- 
eaplonage, assist the hranohea in direotix^ operations of particular kinds, 
and in aasurlx^ orderly dlsseBination of the secret intelligence materials 
ohtained as a result of operations. 

The scientific and technical section of the Office of Special Operations 
assists the regional branches in directing operationa likely to produce Infor- 
mation in these fields. The section works closely with the Nuclear Energy- 
Group of the Office and has some con-tact si-th -the Scientific Branch of -the 
Office of Reports^ and Eatina-tes.-* For its own part, it receives direction 
through the Nuclear Energy Groups depar-tassntal intelligence collection requests 
sulmdtted via the Office of Collection and Dissemination, and -the Scientific 
Branch, Office of Bepor-ts and Estimates. 

The Information Control Section is ccncexned vi-th directing the work of 
the regional branches, analyzing and controlling their output, and re-viewing 
the connents on reports of the Office of Special Operations received from the 
Office of Reports and Estimates and occasionally fk-ooL departmen-tal agencies. 
This is the point to which intelligence requirements of o-ther agencies are 
sent by the Office of Collection and Dissemination. It is responsible for the 
editorial re-view of intelligence reports preparedby -the branches of -the Office 
of Special Operations. 

Approved reports are forwarded by -the Information Control Section to -the 
Office of Collection and Disseminatian, tdiioh -then de-termines -the agencies to 
\dilch they will be dlBseminated. When \irgent dissemination la reqviired by -the 
xiature of a report received, members of the section may deliver it x>«]^Bonally 

* See footanote below, page 11^. 
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to authorized recipients. This distribution, is subject to review by the Office 
of Collection and Dissemination, which may extend it to other agencies on its own 
Initiative. In line with our recoriraandation , given below, to give the Office of 
Special Operations greater independence and autcxioaiy and to bring it in closer 
contact with the principal users of its product, we reoamiiend that the power to 
detemine dissemination of its reports should rest largely in the Office of 
Special Operations itself. In order to bring the Office closer to its chief 
consumers, we also recasmend that there be Included In the Information Control 
Section representatives of each of the Services and of the Department of State. 


Training of staff members and career agents is undertaken by the training 
section of the Operations Group. Several courses in basic and eidvanced intel- 
ligence are given to administrative and operational personnel. The courses 
emphasize practical problems of field operations, not only for administrative 
and secretarial personnel, but also for staff members who will conduct opera- 
tions. The building of a corps of trained personnel for secret intelligence 
work is one of the crucial problems which the Office of Special Operations has 
to face. 


I 

! 
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Aa we mentloxied In Chapter IH> ooboldsretlGii la now being glren In the 
Central Intelligence Agency to the renoml of all of thaae aorrlcea except for 

ooianmloattona to the Executlre 25X1 

for AdmlnlatraUon where they would be beyond the direct authority and control 
of the Aaalatant Director for Special Opetratlons. 


We conalder that the Office of Special Operatlona and Ita cloaely related 
aerrlcea ahould be largely autanomoua and self-aufflclent. Hence, we believe 
that thla propoaed tranafer of Ita adalnlatratlvB services la unsound. From 
the point of view of Internal security we also deprecate It. Aa a general 
rule, secret adalnlatrative support ahould be aa close and as accessible to 
secret operatlona as possible. The most elementary rules of security are 
breached when overt and covert administrative units are placed together; and 
by the same token the uniq,ue character of secret operations renders Inapplicable 
most ordinary rules of administration. Removal of administrative support from 
the direct authority of the official responsible for secret operations would 
vitiate his ability to conduct the very operations with which ho la charged. 

The third major division of the Office of Special Operations la the 
Nuclear Bnergy Group. Uhllke the Operations and Administrative Divisions 
which we have dlsoussed above, It has no direct contact with agent operations 
or collection but la an analyter and consumer of secret Intelligence. Ita 
character. Indeed, Is that of a reports staff studying foreign research a n d 
developments In the field of nuclear energy. Historically, the Group was 

*’■* ItopseciietI 
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organized In the Manhattan District and was transferred to the Central In* 
telllgence Agency at the time of the creation of the Atcndc Energy CcmmlaalQn. 
Attached first to the Director of Central Intelligence, It waa latar transferred 
to the Scientific Branch of the Office of Reports and Estimates where, because 
of Its analytic and reporting functions. It logically belonged. It waa after- 
wards (early 19^) moved to the Office of Special Operations becaiise of dif- 
ficulties within the Scientific Branch. 

The success of the Nuclear Energy Group will be measured In terms of the 
effectiveness of Its relationship to the Atomic Energy Ccmmlsslon, r>nA of Its 
major consumers, and to the National Military Establishment. The Group’s work 
with these agencies has been considerably laiprovod In recent imnthw by the 
appointment of a highly oonpetent scientist as the Chief of Intelligence In the 
Atomic Energy Coomlaslon and the functioning of an Inter-agency committee con- 
cerned exclusively with atomic energy Intelligence. 

As we have Indicated, It Is obvious that from a functional point of view, 
the Nuclear Energy Group does not belong In the Office of Special Operations. 
As a research unit. Its place Is clearly with the Scientific Branch of the 
proposed Research and Reports Division, the successor to the Office of Reports 
and Sstlmates.')'^ 


Before ooncliidlng our suryey of the headiuarters organization of the 
Office of Specie! Operations, wo wish to add a recomnendatlon to which we 
attach particular importance and which affects the relationship of this Office 
to other covert activities of the Centre! Intelligence Agency. 


* See above. Chapter VI. Since this report was drafted, we uxxLerstand that 
steps have been taken to transfer the Nucleeip Energy Group to a new Office 
of Scientific Intelligence. 
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In Chaptere VII and H we briefly consider the similarity of the oi>era- 
tlons and administrative problems faced by the Office of Special Operations, 
25X1 the Office of Policy Coordination and 


the Office of 


Operations, All throe offices carry on activities of a hl^ly confidential 
nature. !Hiese activities are Inter- related and require close coordination. 
In addition they are able mutually to service each other. This Is particularly 
true of the overseas operations of the Office of Special Operations and the 
Office of Policy Coordination. Wo reconmiend that the three activities be 
placed under the coimon control of a single directing head who would be one 
of the chief assistauitB of the Director. The three Offices might be set up as 
separate branches of a conmon service of secret activities which should enjoy 
large autonomy within the Central Intelligence Ageiusy and ml^t appropriately 
be called Operations Division. Whether eventually a closer merger of the 
three activities should bo effected c€in best be determined In the ll^t of 
experience . 


As a part of such a central organization devoted to covert operations, 
centralized administrative services should be established under the slzigle 
chief of covert activities, and should not be Identified with or combined with 
the administrative arrangements made for the balance of the Central Intelligence 
Agency. The covert organization thus established should. In partlculeir, vinder- 
take Its own personnel recruitment, using the facilities of the personnel 
section of the Central Intelligence Agency only Insofar as they appear to serve 
the purpose of the covert organization. 


In mn.v-ing this recommendation, we appreciate that the Office of Policy 
Coordination under NSC 10/2 has a specleLl relationship to the Secretary of 

ITOPSECKII 
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state and the Seoretaiy of Defense. We helleve that substanblail benefits 
vould aoorue In having this same relationship established, through the head of 
the Operations Division, vlth both of the secret overseas actlvltlea of the 
25X1 Centivil Intelligence Agency, ass\anlng that 

brought together in the manner ve recooiasnd above. 

In this recanmendatlon ve have also had In mind the desirability of q,ulcl£ly 
establishing a particularly close relationship between the secret activities 
of the Central Intelligence Agency, the Military Establishment and the Joint 
Chiefs of Staff In case of war. If the measure of autanony ve suggest for 
these services 1s achieved, they could be attached, without delay, to the 
Secretary of Defense or to the Joint Chiefs of Staff, If the National Security 
Council shotild consider this advisable. 


Subject to the foregoing recommeniatlon, ve believe that the headq.uarters 
organisation of the Office of Special Operations Is soundly conceived and has 
made a satisfactory start toward setting up our secret Intelligence work. 
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The Central Intelligence Agency should then endeavor to reverse the 
present unfortunate trend where It finds Itself advertised almost exclusively 
as a secret service organization and become to the public the centralizer and 
coordinator of Intelligence, not the secret gatherer. If the changes we are 
rec ornnendln g are effected, they would furnish a good point of departure for 
the Central Intelligence Agency to do this. 


COUNTER-ESPIONAGE 


Espionage and counter-espionage have been jmlf led In the Operations Group 
of the Office of Special Operations. This arrangement represents a departure 
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from the vartliae atructuro of the Office of Strategic Serviced in which theae 
aotivitiea were conducted in separate branchoa. It is also different from 
moat foreign services, which have separate espionage and coimter-eapionage 
branches, integrated only through their chiefs. Possibly because of this 
organizational unification counter-espionage has not yet been adeq.uately ex- 
ploited as a source of positive Intelligence information, as a channel for 
deception, as a means of protecting espionage operations and as a basis for 
penetrating fifth column operations abroad, which may be tied in with fifth 
coliunn operations here. 

The technlq,ues of espionage seem somewhat simpler than those of counter- 
espionage, and the former generally is assumed to promise more decisive results. 
Factor 3 such as theae have Influenced the concentration of the Office of Special 
Operations on espionage problems. It seems apparent that the present counter- 
espionage staff of the Office of Special Operations should be materially 
strengthened and more intensive counter-espionage work promoted. 

Owing to the subordination of coimter -espionage to espionage, the ex- 
ploitation by the Office of Special Operations of counter-intelligence oppor- 
tunities and its general approach to the problems of counter-intelligence have 
not been markedly successful. Its liaison arraingements with the Federal Bureau 
of Investigation, which is charged with all counter-espionage responeibllitles 
in the Ihaltod States, except those affecting personnel of the Armed Services, 
have been limited for the most peu*t to exchange of information on suspect 
individuals. 


Full collaboration on counter-espionage plans and operations has not yet 
been achieved, and neither organization is fully acq,ualnted with the over-all 
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program of the other . Since the danger of foreign espionage and the menace of 
fifth column activities does not stop or start at our national houndarles, it 
is dealrahle that the two agencies moat concerned with counter-espionage should 
maintain closer relations with each other. We have already pointed out in 
Chapter IV the extent of the responalhlllty of the Central Intelligence Agency 
to insure coordination of certain counter-intelligence activities of the 
Government, We can only observe here that a major aspect of such coordination 
is a close working relationship between the Office of Special Operations and 
the Federal Bureau of Investigation. 

25X1 
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THE NEED FOR POLICY DIRECTION OF SECRET INTELLIGENCE 

To "be genuinely effective, secret Intelligence operations must be directed 
toward the Intelligence objectives of greatest Importance to the Govemmont. 
Today, as we mentioned above, the Office of Special Operations lacks the 
direction which It needs to Insure the maximum relevancy of Its operations to 
the problems of foreign and military policy. It Is, Indeed, a fundamental 
falling of the American Intelligence services that. In general, they are not 
advised of the current needs of policy-makers. Unfortunately, continuing ef- 
fort Is reirely made by Intelligence consumers to guide Intelligence activities 
toward the most meaningful targets. 

The formal requirement lists of the military services are received by the 
Office of Special Operations; generally speaking, these are of a "spot", short- 
term nature. They are often transmitted with the Implied expectation that the 
desired answers can be secured almost Immediately. Adequate guidance from 
the State Department Is lacking, except in the cases of a few officers of the 
Office of Special Operations who maintain personal contact with policy officers 
In the State Department. No regular evaluatory or other comments are received 
on the Intelligence reports put out by the Office except from the Office of 
Reports and Estimates which Is not necessarily the best source for such Judg- 
ments. It Is thus deprived of the guidance In specific cases which Seirvlce 
agencies and the State Department could supply. 

We believe that these deficiencies would be remedied, at least In part, 
by the attachment to the Office of Special Operations, as suggested earlier In 
this chapter, of representatives from the Department of State and the Services 
and by the creation of a more direct relationship to the Secretaries of State 
and Defense. 

TtIP SECRET I 
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GEKffiAL APHRAISAL 

In appraising the general results of the operations of the Office of 
Special Operations, it is too early to arr ire at definite conclusions. Certain 
operations now being conducted, hitherto lacking in results, mj prore to be 
of the first Importance at some time In the future. It can be said, howerer, 
that the Office has been successful In securing certain categories of valuable 
Intelligence. 


Many priority targets of secret intelligence remain untouched. 
1 ^ 





We recognize the vast 


difficulties of this type of undertaking and the need for extreme caution. 


Throu^out the departmental Intelligence services, as we have renarked 
earlier, there exists a general feeling that the results of secret Intelligence 
operations have not yet attained the level which the cuirent concentration of 
personnel and funds should warrant. This, we believe, la In part due to the 
lack of sufficiently Intimate liaison between the Office of Special Operations, 
the Services and the State Department. 

In thus assessing achievements. It cannot be forgotten that the agency Is 
still very young. This Is the reason for some of the defects which have been 
pointed out In the foregoing discussion. The organization does have the serv- 
ices of some highly talented and experienced persona, both In headquarters and 
In the field. Their presence gives promise of systematic Improvenmnt for their 




work as a whole. 
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CHAPTER K 

SERVICES OF COMMON CONCERN: 
THE CONDUCT OF SECRET OPERATIONS 


RBLATIONS BKTWSER SBCHBT DflBLLIGSNCE AKD SBCRBT OPERATIONS 

The oolleotlon of secret Intelligence la closely related to the conduct 
of secret operations in support of national policy. These operations, Includ- 
ing covert psychological warfare, clandestine political activity, sabotage and 
guerrilla activity, have always been the compeualons of secret Intelligenoe. 
The two activities support each other and can be disassociated only to the 
detriment of both. Effective secret Intelligence Is a prerequisite to sound 
secret operations and, where security considerations permit, chemnels for 
secret Intelligence may also serve secret operations. On the other hand, al- 
though the acquisition of Intelligence Is not the Immediate objective of secret 
operations, the latter may prove to be a most prodxictive source, of Intelligence. 


It was because of our views on the Intimate relationship between these 
two ad^lvlties that we submitted our Interim Report No. 2, dated May 13, 19^8, 
"Relations Between Secret Operations and Secret Intelligence," which was a 
comment on proposals, then before the National Security Council, for the ini- 
tiation of a program of secret operations. In that report we made the follow- 
ing observations: 


"In ceurrying out these special operations, the Director fpf Secret 
Operatloi^ emd hie staff should have Intimate knowledge of what Is being 
done In the field of secret intelligence euid access to all the facilities 
which may be built up throug h a properly constituted secret intelligence 
network. 


Secret operations 
Tprovlde one of the mOTr V XiSpOI' UCUl 00^1 


and the information gained from secret intelligence must Immediately be 
put to use In guiding and directing secret operations. In many oases it 
Is necessary to determine whether a partlCxilar agent or chain should 
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THE OFFICE OF POLICY COOKDINATICH 


The National Security Council In creating within the Central Intelligence 
Agency, In accordance with Section 102 (d) ( 5 ) of the National Security Act, 
the Office of Special Projects (now known as the Office of Policy Coordination) 
recognized these views to the extant that both secret Intelligence and secret 
operations were Included within the same organization. However, this action 
did not go as far as we had recommended, with the result that the Office of 
Policy Coordination (secret operations) and the Office of Special Operations 
(secret Intelligence) are not bound together by any special relationship and 
operate as entirely separate Offices. 


Although It Is too early to appraise the accomplishments of the Office of 
Policy Coordination which has been In existence only a few months, experience 
as, in our opinion, already shown that the organizational relationship be- 
tween It and the Office of Special Operations should be closer. Although the 
problems with which the tiro Offices are concerned are so Intimately related, 
there is no arrangement for coordinating their operations under common direc- 


tion except 
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Insofar as they are both under the Director of Central Intelligence. 
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irron this relationship la weakened "by the fact that HSC 10/2 which created the 
Office of Policy Coordination prorldes that "for purposes of security and of 
flexibility of operations and to the maximum degree consistent with efficiency, 
the Office of Special Projects shall operate Independently of other components 
of Central Intelligence Agency." Thus, complete separation was made mandatory. 

The Office of Policy Coordination, which Is the only Office In the Central 
Intelligence Agency created by direct order of the National Security Council, 
la also given a special position In that Its charter provides that the Direc- 
tor of Central Intelligence shall be rasponalble for "Insuring, throu^ desig- 
nated representatives of the Secretary of State and of the Secretary of Defense, 
that covert operations are planned and conducted In a manner consistent with 
United States foreign and military policies and with overt activities" emd 
that disagreements between the Director and these representatives shall be re- 
ferred to the National Security Council for decision. Furthermore, the Chief 
of the Office of Policy Coordination can be appointed only upon nomlnatlan by 
the Secretary of State and approval by the National Security Council. 

In practice, the Office of Policy Coordination enjoys a position which 
gives It direct ties to the Department of State and the National Mlllteuy 
Establishment and support from them not enjoyed by the Office of Special Opera- 
tions. Consequently, the two activities which should be closely Integrated 
are In fact operating with different outside guidance and support, with dis- 
similar charters, and they occupy a different status within the Central Intel- 
ligence Agency. 

In our opinion, this situation is unsound. The close relationship between 
these two activities, as pointed out above, needs to be recognized along with 
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the fact that secret Intelligence requires the same degree of control and sup- 
port from the State Department and the Military Bstahllshment as secret opera- 
tions. Ae recommended In Chapters VII and VIII, we propose therefore that 
these two activities be closely Integrated (along with parte of the Office of 
Operations) in a single Operations Division which would enjoy considerable au- 
tonomy, In accordance with our over-all reconmendatlona for changes in the 
organization of the Central Intelligence Agency. 

As we have stated above, the operations of the Office of Policy Coordina- 
tion have been so recently Initiated that It 1s premature to connnent upon them 
In any detail. We believe, however, that the Assistant Director in charge of 
the Office of Policy (Coordination is proceeding wisely in building slowly in 
this most difficult field. > 

CONCLUSIONS AND RBCCMMSNDATIONS 

(•* ) The close relationship between covert intelligence and covert opera- 
tions and the fact that the latter is related to lntelllgeiu:e affecting the 
national security Justifies the placing of the Office of Policy Coordination 
within the Central Intelligence Agency. 

(2) The Office of Policy Coordination should be integrated with the other 
covert Office of the Central Intelligence Agency, namely, the Office of Special 
25X1 Operations, and 

three operations should be under single over-all direction (Operations Divi- 
sion) within the Central Intelligence Agency.* 


id these 
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CHAPTER X 

THE DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY 

GENERAL APPRAISAL 

Wo have rosorvod for this final chapter cn the Central Intelligence Agency 
the discussion of the post of Director. An appraisal of the q^uallf Icatlons 
and achloTements of the directing personnel Is only possible In light of an 
examination of the entire organlxatlon. • Within the scope of his mandate under 
the National Security Act, It 1s the Director who must guide the organization 
to the attainment of Its obJoctlTos, establish Its operating policies euid win 
the confidence of other branches of the Government. 

V 

This is not an easy task. The Central Ihtelllgenc© Agency has a dlTeral- 
fled and difficult mission to perforjA. Its success depends, to a large extent, 

^ X. 

on the support It receives from ottter agencies which may be Ignoreint of Its 
problems and suspicious of Its prerogatives. It has peculiar eidmlnlstratlve., 
personnel and security problems and has to handle complicated operating situa- 
tions. Moreover, the preasxire to build rapidly has been strong and there has 
been little time In \diich to demonstrate substantial accomplishments. 

We believe that these difficulties cannot alone explain the principal de- 
ficiencies which we have discussed In previous chapters. The directing staff 
of the Central Intelligence Agency has not demonstrated an adequate 'under- 
standing of the mandate of the organization or the ability to discharge that 
aiandate effectively. 

The duties of the Central Intelligence Agency in regard to the coordina- 
tion of Intelligence activities have not been fulfilled. The responsibility 

wsEoml 
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iOr the correlation of national Intelligence has not been carried out In such 
a manner as to provide the policy-makers with coordinated national Intelligence 
estimates. Some activities are being carried out by the Central Intelligence 
Agency ^dilch largely duplicate the work of other departments agencies, 
there has been no adequate atten^it to coordinate or centralize others. Gen- 
apo fthin g, satisfactory working relations have not been established with 
other departments and agencies. Within the Central Intelligence Agency In- 
adequate guidance as to the Intelligence requirements cTf the Government Is 
received from the Director. These deficiencies exist In spite of a broad stat- 
utory mandate, reasonable appropriations and support from the National Security 
Council. / 

Administrative policies within the Agency contribute to this situation. 
The Internal organization does not reflect an appreciation of the Agency's sev- 
eral distinctive yet Inter-related missions under the National Security Act; 
In fact, the scheme of organization tends to blur and lng)ede the performnce 
of the organization's essential Intelligence functions under the Act. The 
Directorate has given positions of pre-eminence to officials who eire primarily 
administrators yet exert policy control over the intelligence Offices without 
being qualified to do so. There Is little close consultation on Intelligence 
and policy matters between the various stratified levels. Althou^ the heads 
of the several Offices are allowed considerable latitude In conducting their 
respective operations, they do not share substantially In the determination of 
over-all policy. 

THE QUESTION OF CIVILIAN DIRECTION 

We have also considered the question >diether the Director ought to be a 
civilian. While we recognize that the statute provides tliat he may be either 
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olTlllan or Bllltax7 m haTs reached the oosioluBioai that ha should he a oirll- 
lan. We do not naan to exclude the posslhlllty that a Serrloe nan nay he ee- 
leoted for the poal^ hut If this la done he should resl^ fron active nllltary 
duty thereafter work as a olTlllan. In such a case appropriate prorlslon 
Hhmiirt be nade so that he does not lose his retlrenant heneflts. 

We have reached the oonoluslon that the Director should he olrlllan he- 
cause we are oonTlnoed that continuity of tenure la essential and copqplete In- 
dependence of serrlce ties desirable for carrying out the duties of the Direc- 
tor. 1%ie post cannot properly he filled as a nere tour of duty hetvaen nlll- 
tary assignments. Xhiless there Is such continuity of serrlce and oon^lete In- 
dependence of action, the Director vlU not he able to build up the esprit de 
corps, the technical efficiency, the loyalty of hone staff and field vorkers, 
tdilch are essential to the success of the enterprise. Ve agree vlth the Intent 
of the proTlsion of the national Security Act that the Director " sh a l l he sub- 
ject to no Buperrlslon, control, restriction, or prohibition (mlllteuy or oth- 
erwise)" by the Serrlce depeurtments , but do not feel that this prorlslon can 
alone offset the dlsadrantages to which we hare pointed. 

It Is Inevitable that there should he rotation tn the Serrloe intelllgenoe 
agencies, though In recant years that rotation has been fur too rapid In the 
top ranks. However, in the Central Intelligence Agency there should he sta- 
bility and continuity of leadership. 

Finally, we recooBnend a civilian Director because we believe that In work- 
ing out a well balanced top echelon ocBmlttee (the reconstltutad Ihtelligenoe 
Advisory Cannlttee) for appraising and coordinating Government Intelligence, 
the strong, and properly strong, r^resentatlon of the military Intelligence 

iwsaani *” 
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oa euoh a body aiouad b. bal4B>o«d rttb im .quaUj atrong clrtllan 
representat Ion . 

Wo hare ocoaldorod the azisunmt that the Director of Central Ihtelllgenco, 
heoauBo of the hl^ aeourltj re^ulrdmante of the post, should be a mn peiro- 
nently doToted to Oovennunt Barrloe, OMnable to the dlaolpllnes of the Setrr. 
looa and fr«i of political aid>ltlans or entanglemanta . We belloTe that the 
auallflcatlana of the Director of Oantral Ihtelllgenoe, tihether hla past ex- 
perience haa been In cinilan life or In military or other GoTemment aerrlce, 
should be on ao hl^ alerel that there vouM beno«»« doubt aa to the loyalty 
and responsibility of the Director than of the Secretary of State or the Sec- 
retary of Defense. In appointing the Director of Central Intelligence vlth the 
responalbllitlea he must carry today, w must select a man to whom ve would 
willingly entrust any position of reaponalblllty idiatsooyer In our GoTomaenx. 

CQHCLDBIONS AHD KBCQMMKKDATI0N8 

(1) The directing staff of the Central Datelllgence Agency has not dem- 
onstrated an adequate understanding of the mandate of the organltatlon or the 
ability to discharge that mandate effectively. 

(2) Admtnlstratlve organisation and policies tend to lB5>ede the carrying 
out of the essential Intelligence functions of the Central Intelligence Agency 
under the Act. 

(3) Continuity of service Is essential for the succeseful carrying out 
of the duties of Director of Central Intelligence. 

(4) As the best hope for continuity of service and the greatest assur-' 

ance of Independence of action a civilian should bo Director of Central In- 
telligence. If a Service man Is selected for the post he resign from 

active military duty. 
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CHAPTER XI 

THE SERVICE INTELLIGENCE AGENCIES 

The Survey Group has heen prlmeLrlly concerned with examining the struc- 
ture, administration, activities and inter-agency relationships of the Central 
'Intelligence Agency. In the examination of the Service Intelligence agencies, 
emphasis has heen placed on their coD{trlhutlon to national intelligence and 
their relation to the Central Intelligence Agency. On the basis of this study, 
the Survey Group does not consider Itself qualified to submit reconanendations 
regarding either the details of the Internal administration of the Services or 
of their methods of collecting Information euid producing Intelligence. 

MISSION AND HBSFONSIBILiriES 

The National Security Act, in providing for the systematic coordination 
of Intelligence, also safeguarded the role of the Services In intelligence by 
providing in Section 102 (d) (3) that "the departments and other agencies of 
the Government s h a ll continue to collect, evaluate, correlate, and disseminate 
departmental Intelligence,” Subsequently, the National Security Council In 
Intelligence Directive No. 5 (See Annex No. 9) defined departmental Intelli- 
gence eis "that Intelligence needed by a Department or Independent Agency of 
the Federal Government, and the subordinate units thereof, to execute Its mis- 
sion and to discharge its lavful responsibilities." 

The mission of the military services involves the enormous responsibility 
of maintaining the security of the Chlted States. It Is Incumbent upon them 
to produce or obtain from other agencies the Intelligence necessary to assist 
them In fulfilling this mission. In the past this need for Intelligence has 
been met to a large extent by the Services acting Independently and without 
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the benefit of ayatematic coordination. Although It la now generally recog- 
nized that such coordination la urgently needed, there la still a tendency on 
the part of the Servlcea to strive to create their own self-contained ayetema 
of Intelligence. 

Thla tendency atema in part from the military doctrine that "Intelligence 
la a function of command," a doctrine which heia been Interpreted to require 
the control of the collection and production of all necessary intelligence by 
the staff of the commander requiring it. The doctrine so construed can only 
result In an obvloualy una at la factory and Impractical attempt at aelf-aufflclency. 
As a matter of fact, at all staff levels Intelligence must be supplemented by 
contributions of both raw Information and finished Intelligence from other de- 
partments Bind agencies. 

The general definition of departmental Intelligence must therefore be 
qualified by practical limitations and subject to the overriding necessity for 
coordination of the Intelligence activities of all Government eigencles, pur- 
suant to the National Seciirlty Act. The need for limiting the tendency toward 

self-sufficiency, while acknowledging the broad interests of the departments, 
is formally recognized In National Security Council Intelligence Directives 
Nos. 2 and 5. These directives assign to the Departments of the Army, Navy 

and Air Force, respectively, dominant Interest In the collection and produc- 
tion of military, naval and air Intelligence. The directives also recognize 

that the concern of the Services in intelligence la broader than their specific 
areas of dominant interest. Directive No. 2, concerning Intelligence collec- 
tion, provides : 

>40 iTOPSEGRn 
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"No interpretation of these established over-all policies ««tw< objec- 
tives shall negate the basic principle that all Departmental repre- 
sentatives abroad are Individually responsible for the collection 
and for the appropriate transmission to their Departments of all 
intelligence Information pertinent to their Departmental missions." 


Similar safeguards are Included In Directive No. 3 concerning Intelligence 
production which provides that: 


"Each Intelligence agency has the ultimate responsibility for the 
preparation of such staff Intelligence as Its own Department shall 
require. It Is recognized that the staff Intelligence of each of 
the Departments must be broader in scope than any allocation of 
collection responsibility or recognition of dominant Interest might 
Indicate. In fact, the full foreign Intelligence picture Is of 
interest In varying degrees at different times to each of the 
Departments." 


In practice, the Service departments, while concentrating on their respec- 
tive areas of dominant Interest, collect and produce substantial quantities of 
Information In fields with which they are not primarily concerned. As a result, 
there Is considerable duplication In the material collected and produced by 
them and by other agencies . 


COORDINATION , OF SERVICE INTELLKaaJCE ACTIVITIES 

Intelligence collection by the Services la an Important part of our intel- 


25X1 
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25X1 


llgence system. 





All of these channels are used to meet the collection 
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requlrementB of the SorvloeB as broadly Interpreted by them, ae well ae Bome 
of the collection requlrementB of other departmente and agencies which 
use of Service collection faculties . 

Some duplication and overlap la Inherent In the existence of several In- 
dependent Service collection agencies operating In all parts of the world. As 
pointed out in Chapter IV, there has been no continuing coordination of their 
efforts. The only fonnal limitations \dilch have been isposed by directives 
generally prohibit certain methods of Intelligence collection, 

\Alch have been assigned to the 25X1 

Central Intelllgenoe Agency as services of comaDn concern. More effective co- 
ordination of collection Is a reco»ilEed necessity and should be performed in 
accordance with the recoBnaendationfl outlined in Chapter IV. In addition, co- 
ordination can be Improved within the Servleea either upon their own Initiative 
or upon that of the Secretary of Defense. 

The production of intelligence by the Service agencies generally falls 
Into the throe categories of current, basic and staff intelligence (including 
estimates). 

Current Intelligence Is prepared by each of the Services In the form of 
dally, weekly or monthly sunnarles, briefings and digests derived from varied 
sources. Much of this product, particularly that dealing with general military 
and political devolopmontB, Is duplicative and of such common Interest that 
some consblldatlon of effort Is desirable and should be possible. Vfe recommend 
that this sltiu.tlon bo reviewed In order to determine what effort may be prop- 
erly dispensed with, what consolidation Is possible, and what casmon services 
the Central Intelligence Agency ml^t render In this regard. (See Chapter VI). 
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In addition to 'basic studies In tbelr respective fields of dominant In- 
terest, Including such tasks as determining the axnaoent potential and order 
of 'battle of varloxis countries, each Service accoDg>llshee a large amount of 
research, ccopllatlon of data and repojrblng In the fields of economic, scien- 
tific and political Intelligence vlth vhlch thej all have some concern. In 
our examination of the Central Intelligence Agency and the intelligence agencies 
of the Departments of State, Army, llavy and Air Force, ve have found that there 
Is overlapping of interest and duplication of effort In Intelligence research 
and production in such fields as petroleum resouz*ces, connuni cat Ions, Industrial 
production, guided missiles and biological varfare. Established procedures 
for coordination In/ these and related subjects are lacking. 

It Is in order to liiQ)rove this situation that «e have recomaended In 
Chapter 71 the creation, vlthln the Central Intelligence Agency, of a Research 
and Reports Division vhlch would perform reseeirch and production of intelli- 
gence in fields of ccmmon concera on behalf of all of the interested agencies, 
and would coordinate their efforts in these fields when centralization was un- 
desirabl-e. This office^ which should operate in close relationship with the 
Services and be staffed in part with Service personnel, should perform much of 
the work now being done In the fields of economic, scientific and technological 
intelligence. There will, of course, be specialized matters for which the in- 
dividual Services must continue to be ultimately responsible, but there is a 
vast area of common interest from which they can all draw. 

Istimates, prepared to meet the requirements of the departments and the 
Joint Chiefs of Staff, are the most lagKjrtant type of staff intelligence pro- 
duced by the Services. The present position with respect to their production 
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la not aatlsfactory. Each Service produces its eatloatea in accordance with 
aasun^tlona, standards and methods of Its own selection, and gives to them the 
scope It desires, not necessarily limiting them to Its own field of Interest. 
Departmental plans and policies may he based on such Independently produced 
estimates, regardless of the divergent and even contradictory estimates of 
other departments. 

As pointed out In Chapter V, the Central Intelligence Agency has not as 
yet adequately exercised Its function to coordinate these and other estimates, 
for exan^jle those of the State Department, for the purpose of preparing na- 
tional estimates. The Joint Intelligence Conanlttee performs this task to some 

/ 

extent In the military sphere, hut arrangements are lacking for regularly In- 
suring that assumptions are comparable, analytical methods valid, and the final 
estimates as sound as possible. In our opinion, an Important step toward Im- 
proving this situation would bo taken If the recommendations submitted In 
Chapter V regarding the production of national estimates were adopted. 

These steps, together with the creation of the Hesearch and Reports Divi- 
sion In areas of ccmmion Interest, would have the effect of bolstering the Joint 
Intelligence Comalttee In Its special role and pronctlng the coordination of 
Service estimates In both broad and limited fields. It Is lB5>ortant that the 
strictly military estimates of the Joint Intelligence Committee and the national 
estimates produced by the Central Intelligence Agency and the Intelligence 
Advisory Conmlttee, partly on basis of the same material, should be in harmony. 

In the general field of counter-intelligence, the Services have usually 
placed primary emphasis on protective security activities which do not neces- 
sarily have Intelligence as their primary aim and have often been performed by 
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non- Intelligence personnel.* The more specialized counter-espionage function, 
which has as Its precise objective the identification and thwarting of the 
personnel, methods and alms of unfriendly foreign intelligence services, is a 
time secret intelligence activity. Exclusive responsibility for its conduct 
abroad has been properly assigned to the Central Intelligence Agency, except 
for the counter-intelligence activities of the Services necesseury for their 
own security. (See Chapter VIII). 

25X1 

25X1 


There has not been adequate recognition of the need for coordination of 
those activities with the broader responsibilities of the Centred. Intelligence 
Agency. The dissipation of trained personnel, fallufe to centralize informa- 
tion concerning counter-intelligence targets, the risks inherent in the unco- 
ordinated conduct of agent operations, al.1 tend to weaken our prospects of suc- 
cess in counter-espionage. 

This need for coordination of the counter-intelligence effort also exists 
in the Iftilted States where the responsibilities of the Services are limited in 
relation to those of the Federal Bureau of Investigation.** 


* The Air Force has recognized this emphasis by transferring practically all 
counter-intelligence functions from the Director of Air Intelligence to the 
Inspector General . 

**Coordlnatlon in this field is carried out in accordance with the Presidential 
memorandum of June 26 , 1939 > which stipulated that the War Department, Navy 
Department and Federal Bureau of Investigation would be the only agencies of 
the Government to conduct investigations into matters involving espionage, 
counter-espionage, or sabotage. The principal function of the Interdepart- 
mental Intelligence Conference set up as a result of this memorandum has been 
to delimit the respective investigative responsibilities of the three agen- 
cies in the United States. 
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W® have seen that within the Military Establishment there Is no general 
machinery for Intolligonce coordination. The Secretary of Defense at present 
has no staff for this piirpose or to do more than exercise very general super- 
vision and control. Ho Is able to Initiate particular projects for coordina- 
tion and has. In fact, done so with respect to the production of oommunicatlons 
Intelligence and the attache systems. Ho ccui also resolve particular contro- 
versies which cannot be settled at a lower level In the Military Establishment. 
Other examples within the Military Establishment of coordination In limited 
fields are the Joint Intolligonce Committee's responsibility for estimates re- 
quired by the Joint Chiefs of Staff, arrangements for the production of conanu- 
nlcatlons intolllgenco, and the oxlstonco of the Air Intolligonce Division for 
the production of air Intelligence by the Air Force and Navy. 

Although coordination has been attempted or accomplished by the Services, 
either on their own Initiative or at the Instigation of the Secretary of De- 
fense, In limited areas such as those mentioned above, effective coordination 
of the Service Intelligence agencies requires the over-all coordination of the 
activities of all Intelligence agencies In the Government. This la a duty as- 
signed to the Central Intelligence Agoncyln consultation with the Intelligence 
Advisory Committee. In Chapter IV wo have recommended that the Intelligence 
Advisory Committee, on which the Services are represented, should participate 
more actively with the Director of Central Intelligence In the continuing co- 
ordination of Intelligence activities. To a very considerable extent, responsi- 
bility for the successful operation of this machinery rests with the Services. 

THE STATUS OF INTELLIGENCE IN THE SERVICES 

Recognition of the important role of intelligence In the determination of 
national policy and of the major responsibility which the Services have in 

[ropsEoe 
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Intelligence requires that the Service agencies enjoy In their departments a 
position cosQ)arahle to the size of the task assigned to them. In order to he 
able to carry out their responslhllltles to their departments and to make an 
effective contribution tovard a coordinated national Intelligence system, the 
Service agencies must work closely with the planning and operational staffs and 
be fully Informed regarding departaaental plane and policies. 


To meet adequately their vital responsibilities and to maintain their 
proper position In the departmental structure, the Service Intelligence agen- 
cies must be staffed with qualified personnel. This was too little recognized 
prior to the last war, and upon the outbreak of hostilities we found that we 
were seriously deficient In numbers and quality of Intelligence officers. We 
did attenq}t to teike steps to correct this situation In the various Intelligence 
schools and by acquiring personnel from civilian life to be trained as Intel- 
ligence officers. Recently, the la^ortance of Intelligence training has been 
more fully realized, and the Services have taken steps to provide adequate 
schools. In consequence, the q\iallty of both the Intelligence officers and the 
attaches has Inqjroved In recent years. 

The theory of rotation In the Services has been a handicap to sound Intel- 
ligence work In that It militates against experience and continuity. An 
assignment to Intelligence will probably last not more t ha n four years, and 
usually a shorter time. This not only means that the individual officer has 
difficulty In becoming proficient in Intelligence, but that the Service Intel- 
ligence agency Is In danger of suffering from a lack of continuity of leader- 
ship trained In Intelligence. For exang)le, the Army Intelligence Division has 
had seven chiefs In seven years, and the recently formed Directorate of 
Intelligence, Air Force, has already had two directors. 
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It la not our purpose to suggest once more the often discussed posslhlllty 
of an Intelligence corps, hut we do believe that, if the corps theory is un- 
acceptable, some alternative method should be developed whereby officers al- 
though taking an occasional tour of duty in command, operations or other staff 
positions, will feel that Intelligence is their permanent Interest and concen- 
trate In It over the major portion of their careers. 

In the past, capable officers have not been attracted to intelligence work 
due to their belief that Intelligence was a backwater, might delay promotion, 
and In any event would not further their careers. This tendency must be over- 
come and officers made to feel that their opportunities for advancement will 
not be ln5>alred by an assignment to intelligence duty. Intelligence must be 
given prestige, and It must be made sufficiently attractive so that an officer 
will seek an Intelligence assi gnme nt as he would one to command or operations. 

In addition to making a career In Intelligence more attractive In the 
Services, It Is In^jortant to provide for the training and availability of re- 
serve officers. There are thousands of such officers today who, during the 
last war, were In various intelligence agencies or at overseas commands, and 
many proved of inestimable value. Their talents and their willingness to serve 
must not be lost. 

In conclusion, we wish to note that a measure of progress has been made 
in that the Seirvlce Intelligence agencies have manifested an Increased Interest 
In Intelligence and an attitude conducive to accomplishing Its effective co- 
ordination. The Services are conscious of their grave responslhlllty for help- 
ing to avert the danger of a national military catastrophe, created by modern 
methods of warfare. They liave come to recognize the need for effective 
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oooz'dliia'tlQQ to tile end tlmt tlie Int ell Igenoe upon idiidli tlie ncitlcdi&l polloj'** 
maJcers Bust aot ahan be the verj best obtainable fl:*oni eTerj aTallable source. 
This tendancj on their part Is In narked and encouraging oooitrast to the sltu- 
atlon vdilch prerallednot only Innedlately prior to our entry Into World War II, 
but eren In the early days of that oonfllot itself. Wo boll eye that, given 
effective leadership, the full cooperation of the Service agencies in the 
achievement of genuine coordination can be obtained. 


CONCLDSIOBS AND SECCMtENDATIOBS 

(1) The Service Intelligence agencies have manifested an Increased In- 
terest In Intelligence and an attitude conducive to aooanqpllBhlng Its effective 
coordination. 

(2) In order to meet adequately their vital responsibilities and main- 
tain their proper position in the departmental struotiire, the Service Intelli- 
gence agencies should be staffed vlth qviallfled personnel '«dio concentrate In 
Intelligence over the major portion of their careers. 

(3) In accordance vlth a program of coordination Initiated and guided by 
the Central Intelligence Agency, the Service Intelligence agencies should con- 
fine themselves principally to those fields of Intelligence In idilch thj»y have 
the primary Interest. 

(k) A more active program of coordination by the Central Intelligence 
Agency vould result In a higher degree of centralization and coordination of 
Intelligence production In fields vhere the Services have a common Interest. 

(^) There should be effective coordination betveen the vork of the Joint 
Intelligence Comlttee in the field of military estimates and that of the 
Central Intelligence Agency and Intelligence Advisory Canmlttee In the field 


of national estimates. 
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CHAPTER XII 

the intelugehce functiohs of the department of state 

Th, Sft. 1. dc«li»xrt. In th. ooUnrtl® «.d 

pcaitl=«l,cultni«a.»4 .oololcglo.1 lnt,Ulg.n« bx 
S.ourltx CounoU. It MoeaMUrUx foUW" >Il<x»tl« that It 1. th, 

■ 0 r t-" Khlotth, 0«xtral Int.lUgMl0, Agancj «.d the mllltory eerrloes 

to~=ax, th, report, «d ertlrnt,. thex r»X redtl" 
fields of IntoUlgonoe. 

Po»lhIX « h,« «Pldl° '■=' 

» oonor,t, hut h,po^,tl=al lUuatrutlon. W, ahull aa.ua,, for «au.pl,, that 
th, 3,cr,tarx of th, »avx, to prepare Ma«ir to aaet hi. reapoualhlUtl,. In 
ec^otlon ,1th a rl.lt of ..val unit, to the v,.t,m «edlt,reene«., d..lr,. a 

report on polltloal option, in Speln. To «oure It, he ™ild turn to hi. 

Chief of haral IntelUgence. Th. latter In turn rtiould .eeh th, d,.lred In- 
formtlon^frcmthe state Departuent, either dlreotlx or through th. Central 
Int,Ul«e.^oe Agenox. He .hould not trx to get It from hi. o» Intelligence 

anx aore th» he vould erpeot th, state Departa«rt to fumld. from 

It. o« ie.ource. e^laate of th, rtrength of the Sp^ah «arx. The reaaon 
1. ohTlou.. The State DepartmMit 1. the main repo.ltorx of poUtloal Informa- 
tion about Spain. It 1 . alao the final arbiter of our attltud. «th reject 

to Spain. For th, Barx, our policy In thl. altuatlon 1. a fact, and a rttal 
fact, to be taken into account. 

If, to take another hypothetical caae, the national Security CcuncU felt 
the n.,1 for an crer-all eatimate of the Spanish situation - an estimate that 
«,uld include not only political Information from the State Department ^t 
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military and atrateglo elaaemte as well - then, aa Indicated more fuliy In 
Chapter V, a national eatlnate should be prepared In the Central Intelllgenoe 
Agency for review and approval by the Intelligence Advisory Canmlttee. Here 
would be brought together the Intelligence resources of State, of the military 
services, of the Central Intelligence Agency, and of any other agency equipped 
to make a real contribution on the subject. The State Department representa- 
tive on the Intelligence Advisory Committee would, of course, share In the 
rosponalblllty for the final estlaate. 

Because rf the Intelligence contribution which the State Department should 
be prepared to make to the National Security Council and to other Government 
agencies. Including the Central Intelligence Agency, the Department Is called 
upon to assume an IsqKjrtant role In the field of Intelligence, even apart from 
Its task of supplying the Information raquliod by Its own policy officers. We 
have examined the Intelligence functions of the State Department, and particu- 
larly the Intelligence organisation of the Department, known as the Research 
Intelligence staff, solely to determine how effectively the State Department 

Is organised to meet these outside Intelligence requlrementi^ particularly those 
of the Central Intelligence Agency. 


THE RESEARCH AMD IMTBLLEGfflNCE STAFF 

The Research and Intelligence staff Is unique among the departmental In- 
telligence agencies for at least two reasons. In the first place. It Is an 
Intelligence agency within an Intelligence agency, since the collection and 
Interpretation cf all Information bearing on our foreign relations Is a primary 
objective of the Department as a whole and of Its officers In the field. In 

the second place, the Research and Intelligence staff was not established by 
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the Departiasnt in rsq^onae to keenljr felt labenial needa. It waa the reault 
of the tranafer to the Department In 19l»5, of the Reaearoh and Analjala and 
the Preaentatlona Branohea of the Office of Strateglo Serrloea. 

At the head of the Heaearoh and Intelllgonoe ataff la a Special Aaalatant 
to the Seoretaiy. The ataff la divided Into three unite: the Office of the 
Special Aaalatant, coa^pnalng aeveral personal aaalatanta and a rather eub- 
atantlal unit oonduotlng reaearoh In apeolal source matez*lal; an Office of 
Llbrarlea and Intelllgenoe Acquisition, and an Office of Intelligence Research 
>dxlch Is the intolUgonoe produolx^g branch of the organisation. 

The research analysts In the Office of Intelligence Research are for the 
moat part persona cf academic background, and many of them are of h igh quality. 
In general, however, the recruitment of first-rate intelllgenoe analysts and 
other speolallats haa become increasingly difficult as the future of the Re- 
aearoh and Intelllgenoe staff became more and more uncertain. 

The functions of the Research and Intelligence ataff, as officially de- 
fined, are to develop and Implement a ”caiiq)]7ehenslve and coordinated Intelli- 
gence program for the United States;” and to develop and implement a similar 
coordinated program for "positive foreign intelllgenoe” for the Dspartment, 
including procurement of Information and the production of IntelUgonoe studies 
and spot Intelligence. In addition. Research and Intelllgenoe la authorized 
to Initiate Instructions to Department officers abroad and to determine what 
Information flowing Into the Department Is required for the production of 
"timely Intelligence," 

This definition of functions and responsibilities does not Indicate the 
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partloular kind of "program for poaltlva foreign Intelligence" vhlch Reaearoh 
and Intelligence will derelop. In particular. It does not clearly dlatlngulah 
between factual rtudlee and Intelligence estimates, and it does not glre the 
staff any special authority or respanalblllty In producing IntelUgenoe, such 
as the intelligence agencies of the military serrlces enjoy In their raspec- 
tlve departments. The charter Is broad and vague, and Invltea a variety of 
Inteiprotatlons . 

The intelligence reports which Research and Intelligence prepares and 
circulates within the Department are of several different kinds. They Include 

Intelligence memoranda, which comprlae a brief analysis of Information on 
current subjects; Information notes, which are factual reports Involving little 
inteipretatlon or estimating; Office of Intelligence Research studies, which 
are exhaustive summaries of avallahle Infomatlon on subjects of particular 
significance, periodical reports, which are confined to factual reporting on 
subjects of continuing Interest; and situation reports, which cos^rlse reviews 
of the political, economic and social situations In foreign countries. 

With the exception of situation and periodical reports, the studies of 
the Office of Intelligence Research are prepared, at least In theory, at the 
request of policy or other officers of the department. Actually, many of them 
are written on the Initiative of the Office Itself. A majority are In prlncl- 
pie requested by other offices In the Department, but generally result from 
proposals which the Office of Intelligence Research has made and which have 
elicited an Indication of interest which can serve as a "request." The situ- 
ation reports have ordinarily not been prepared In response to requests, but 
are now Integrated with the National Intelligence Survey program (see Chapter 

VI) in which Research and Intelligence 1s extensively participating. 

1S4 
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The q.uallty of these different reports Tarles greatly. The main crltl- 
olsms of them are that they tend to be aoademlo, are unrelated to Imnedlate 
policy probleuns, and are often too lei^thy and detailed to Influence busy 
policy officers. It has been observed that Eesearch and Intelllgenoe produces 
"Ph.D. Intelligence,” scholastically admirable, but of sosaetdiat limited use In 
the day-to-day formulation of policy. 


The Policy Planning Staff and the political (geographical) desks and eco- 
nomic affairs offices of the Departansnt are the principal recipients and users 
of such reports. As Indicated earlier, these offices request a relatively 
limited number of reports on their own initiative, and for the most part do not 
consider them essential to their work, « 


It 1s open to question idiether Heseardh and Intelllgenoe occiQles a posi- 
tion in the State Department which pennlte It to play an effective and neces- 
sary role In the over-all Intelllgenoe picture of the Government. As wo have 
stated. Research and Intelligence was. In effect, grafted upon the existing 
organisation of the Department. There was no laige body of opinion within the 
Department or the Foreign Serrloe idiloh keenly supported the contributions 
Mhioti inteULlgenoo staff could oako to policy doclslona. In fact tliew vu 
substauitlal feeling that the funotlona called "intelllgenoe” were at least 
parallel to. If not Inclusive oi; many of those already perfonaed by the policy 
offices. For these reasons many members of the Department were originally 
reluctant to make use of the physically separate Intelligence steiff. 


This aloofness la oonf Irmed by the failure to bring the Intelllgenoe or- 
ganisation Into lJBg;>ortant policy councils. In view of the special nature of 
the Department's work, throughout which Intelllgenoe jKxUoy are closely 
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thl. le In nn, ,„nt, the effect le to eetehUeh the 

Intelligence eteff not a. the eel, aourc, of Intelligence anal^ele, hut ^„i, 
ae one poeelble ecurce vhlch could he «,plofed If the policy authorltle. eo 
deelred. The Intelligence etaff, m the opinion of nany policy cfficere, hae 

not eeened to Offer the Pepartent a^r uniquely elgnlflcant contnhutlcna uhlch 
would Justify Its reguiAT and Intenalre airploymmt. 

The precise function of Beeearch and Intelligence toproduolng Intelligence 

reports has never been adequatelv defined t+ a. 

equaiieiy defined. It has not been made clear whether 

Research and Intelligence should UMt It. actlntle. to papering exclu.ly.ly 

factual studies at the r«iu..t of policy officers, or should produce InteUl- 
gence estimates. 

% 

Whaterer the designed scop, of It. function., Research and Int.lllg.nc. 

^ -ed increasingly during the past ysar In the direction of Intelllgenc. 
estimating. in thl. respect It ha. .ought to asmune a rssponslhlllty long 
socepted hy the other departoental lnt.uig«rc. agenclss. But Its moyerent In 

this direction ha. hreught It Into conflict rtth the policy officer, of It. 

own Department who oonalder It thA-tp. rsarea 

ccnsller It their oen function to he the Kialysts of current 

prchlsm. a. veil a. the fortnlator. of our policies. 

Accomingly, Res^uoh and intelllgaec «rters the field of the policy 

officers, hen « present. ,gtu«ts, of It, WUch aipMP to analyse the 

policy impucatlon. Of a gly«. pr,hlen. Jh. conflict oy.r thl. aspect of the 
Research snd Int.lllg^c. ro^ l, In regard to Intelligence 

aeaeranda prepared Pf the orgtodsatlon on «re or 1... current deyeloptoent. 

Although such report. «y repn...nt a high degree of toalytlc shlli, they are 
^Pely to he regarded hy the policy officer a. a useless rsp.titlon of 
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Inforntatlon with which he la already familiar, or an unwarranted attempt to 
tell him what he should think about a problem under hla consideration. 


Perhaps the most telling evldenoe of the Department's attitude toward the 
Research and Intelligence reports is the line which appears In the printed 
heading of each: "The conclusions expressed herein are baaed upon research 
and analysis by the Intelligence Organization, and do not necessarily represent 
the views of other offices of the Department of State." 

If, In fact, Research and Intelligence does prepare estimates, there is 
the possibility that on certain matters two or Bore separate studies or esti- 
mates covering the same subject may exist simultaneously In the Department. 
The Policy Planning Staff or the geographical desks, for example, are accus- 
tomed to draft their own estimates luite Independently of Research and Intel- 
ligence. Yet Research and Intelligence, knowing that a particular matter la 
one of general concern to policy officials, may prepare an estimate of Its own. 
So long as these remain In the State Department no direct harm may result, 
although the duplication of effort and the existence of unreconciled points of 
view on the same subject may be undesirable. If, however, as may well occur, 
the separate estimates are used outside the Department In satisfying the needs 
of the National Security Council, the Central Intelligence Agency, or the 
Services, the possibility of confusion Is obvious. 


HfTELLiGEirc:!: relations between the state department and outside agencies 

In the future particularly If action Is taken on our rocanmendatlons 
for the elimination of much of the mlscellaneoua political Intelllgenoe work 
now done outside of the State Department — the latter will be called upon 
more and mort to make Intelligence contributions to the Services, to the 
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cent..! intem^enee a«enc. and to national Intelligence eetlnatee. I.en It 

•mtedoutl, lepontant that tPe neeponelMllt, the State OepanUnent 

oontrlbutlon he none clearljr fited vlthln the Iepart.»nt. 

to Factual repotting and to place on the policy oFFlcere of the l.part- 
.ent the reeponelhlllt. For paeel.^ upon an2 political Intelligence eetl^tee 
used outside oF the Oepart^nt. Alte„»tlvel, these estimates night he prepared 
V Besearch and Intelligence and then passed upon h. the appropriate pollc. 

Department before they go to the Central Intelligence Agency 
or to other Oovemnent departments. * thli. solution might he to allocate the 
Pereo^el oF Beeearch and Intelligence amo.^ the policy oFFlces (ge^phlcal 

eolcs, OF the Bepartment or attach them to the Pollc. Planning otaFF and then 

place on the policy officers or Plannlmr Staff +>io 

rxanning Staff the responsibility for State 

Department estimates for the Central Tn+«n-i 

ne central Intelligence Agency or for other outside 

Government agencies. 

Ihe State Bepartment should, of course, he protected From huidenscme and 
unreasonahle demands For political estimates Fr» other agencies. IF such caU 
ohould create a prohlem, the Intelligence Ad«sorp Committee, on which the 
department will he represented, should exercise Its ccoi.lnatl,^ Function to 
reduce the demands to manageable proportions. 

Furthermore, the Bepartment has a primary responslhllltp to exercise Its 
intelligence Functions For the purpose oF Formulating Its own policies. It 
»uet adopt the methods «rd techniques which will best meet this primary respon- 
dlMllti. HOW this IS done Is not within our ccpetence. However, In worhlng 
Its own internal procedure. It Is Important to «re over-all Intelligence 
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Kt-iq. »d i«rtlounarl, to th. propor ftootlooUig of tto 

Ag«ojr, «th rtloh thl. report 1. o<«o.ni.d, ttot th. state Dep«t- 

aent ehoaOi e»ulp lt«,lf to aert the legltlaat. rt,oert for political toteiu- 
genoe subalttal tj the Central IntelUgenoe Agenop or other OoTernaeiit lntel- 

Uganoe eganolea and to affect th. oloaer llalaon rtth tho CMrtial 

Agency vhlch vo have recaamenied In this report. 

To meet these requirements we reoconend that the State Department give 
oanalderatlon to assigning to some senior officer of the Department the func- 
tions of IntelUgenoe Officer.* Such officer should hayo tho prestige, the 
authority, and the access to operational and policy matters which would equip 
him to guide the production and control the dissemination of State Department 
Intelligence estimates. The Special Assistant for Research and Intelligence 
and his staff do not today have such powers or position. Whether, in a given 
case, the Intelligence eatlmates would emanate from the Policy Planning Staff, 
tho political offices (geographical desks), or from a combination of the two, 
plus the Research and Intelligence staff, la a mtter for internal State De- 
partment determination. 


The appointment of an Intelligence Officer, with the powers and functions 
we have Indicated, and with a small but highly trained staff, In our opinion, 
would result In a more efficient system whereby the Department could meet any 
legitimate needs of the Central Intelligence Agency and of other Government 
agencies for political Intelligence. In this way the Department could also 
effect closer liaison with the Central Intelligence Agency and the Service 


* We have used the term "Intelligence Officer" 
only. As a practical matter and for security 
Innocuous title would be desirable. 


here for reasons of clarity 
roasons some other and more 
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«.nol... Thl. Offlo«. «„ld the Bepert^nfs 

.eetetl,. op the re=on«ltut,d Int,ni«,„c Melee., Oo^lttee, deeerthed 1„ 
Chapter IV. Be veuld alee aet a. the Bepart^nf. principal llalaon officer 

for other „ttere «»coe™ix« the Central Intelllgeace Agency, Including llalaon 
Wththe Office Of Policy Coordination ae prortded hy the National Security 
Council end «th other covert actlvltlee of the Cental Intelligence Agency ae 
euggeeted in thle report. Thle Intelligence Officer «uld cond,lne the ftuic- 

tlone no. being handled hy eeverM departmental officer, or not being handled 
at all. He ahould not, ho«ver, stand between other department offlcere and 
the appropriate official, of the Central Intelligence Agency, but he should 
coordinate these relatlonehlp,. for enan^le, the varloua deei. In the oper- 
ating and eatlmatlng unite of the Central Intelligence Agency ahould develop 

close «n-klng relationships «th the corresponding geogiaphlcal desks or other 
policy of n cars of the Departajent, 


We recognise that In recosmmndlng that the poUtlcal Intelligence reports 
and estimate, be passed upon by the policy offlcere of the Bepartnent, there 
is the risk, which we discuss*! above In the chapter on national estimates, 
that these reports will be colored, possibly even distorted, by the policy 
prejudices of those who prepare them. A. between this danger and that of having 
the reports prepared by a group which Is not thoroughly acgualnted with the 
operational and policy decision, of the Bepartment, we choose the former. We 
do so in the hope that If the Central Intelligence Agenc» and particularly Its 
Estimates Blvlslon, and the Intelligence Advisory Commltte, function as we be- 
lieve they rtiould, an opportunity will be afforded to challenge departmental 
estimates and to appraise them In the light of reports available to members of 

the Intelligence Advisory Coaslttoo from other sources. (See chapter V). Here 
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It maj- "bo possible to correct estimates of ap7 single department that have 
gone "overboard" for a particular policy line which from a broader view of 
available facts may be shown to be unsound. 

CONCLUSIONS AND RBCCMMKNDATIONS 

(1) The State Department, to which the National Security Council has 
assigned dominant Interest In the collection and production of political, 
cultural and sociological Intelligence, should e^ulp Itself more adequately to 
meet the legitimate requirements of the Central Intelligence Agency and of 
other Government Intelligence agencies for such Intelligence. 

(2) The specialized Intelligence staff in the State Department, the 

Research and Intelligence -staff, does not now have sufficient current loiowledge 
of departmental operations and policies to furnish, on behalf of the Depart- 
ment, the basic estimates which may be required by the Central Intelligence 
Agency and the Service Intelligence agencies. 

(3) The liaison between the State Department and the Central Intelligence 
Agency should be closer and put on a continuing, effective basis. 

(4) To meet the foregoing requirements, consideration should be given by 
the Department to designating a hlg^i officer of the Department, who has full 
access tooperatlonal and policy matters, to act as Intelligence officer. This 
officer, with a small staff, should process requests for departmental Intelli- 
gence received from the Central Intelligence Agency and other agencies and see 
that legitimate requests are met through the preparation of the requisite In- 
telligence reports or estimates by the appropriate departmental officers. He 

should also act as continuing Intelligence liaison officer with the Central 
Intelligence Agency and the Service Intelligence agencies. 
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CHAPTER Xin 
CONCLUSION 

At the outset of this report we gave a brief summary of our survey and 
findings, and at the various chapter endings we have added those conclusions 
and recommendations which were applicable to the subject matter of the chapter. 

We have been critical of the direction and administration of the Central 
Intelligence Agency where we felt that there had been failures to carry out 
Its basic charter. We have also pointed out what we have Judged to be in- 
adequacies In administration and lack of over-all policy guidance within the 
organization. At no time, however, have we overlooked the great difficulties 
facing a relatively new and untried organization which has been viewed with 
some suspicion and distrust even by those whom It should serve. We believe 
that some measure of this suspicion and distrust Is being dissipated and that 
what is needed today 1s for the Central Intelligence Agency to prove that it 
can and will carry out Its assigned duties. We have proposed specific steps 
which can be taken toward this objective. 


The progress of the Central Intelligence Agency should be continuously 
tested by the National Security Council against the accomplishment of the pur- 
poses of Sec. 102 of the National Security Act. That is to say, the Central 
Intelligence Agency should be prepared to show what Is being accomplished: 

(1) To coordinate the Intelligence activities of the Government; 

(2) To provide. In close collaboration with other governmental intelli- 
gence agencies, for the central correlation of Intelligence relating to the 
national security; and 
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To perfonn the Intelligence and related services of 
-3l«ned to It h, the National Security Oonncll. 

In these fields the Central Intelligence 
has hsen givan, both by It 

-thohtty, tt has the open t„«ta«e„ to IZ^LT'^ "" 

Counan sny eaattto.na authonUy .htoh nny be essentUl 

have authority tost upon it its b , ' ““ *° 

- «.hlr, inltluto .h^sl: “ - 

»UI hare .sue . satlsPsoto start toto uohleir ^ ^ 

defense requirements ^ ^ essential 

a equate intelligence service. 
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ANNEX 1 



SURVEY GROUP TERMS OF REFERENCE I 

katiokal security council 

WASHINGTON 


February 13, 19^8 


MBMOKANHUM for: 


Mr. Allen W. Dulles 
Mr. Mathias F. Carrea 
Mr . WUllam H. daokson 


SUBJECT: 


Survey of the Central Intelligence Agency 


This Is to confirm our understanding that you vlU 
s^ve as the group to make a survey of the Central IntelllgJi^ce 

^ncy, In accordance with the enclosed resolution approved by the 
National Security Council. tne 

with thi« memorandum Is your authorization to proceed 

I ^ presentation by you, will constitute a 

directive to the Director of Central Intelligence and the IntelU- 

gence Chiefs of the Departments represented on the Council, to fur- 
nish you necessary information and facilities as indicated in tto 
second paragraph of the enclosed resolution. 

. * . vlllingness to participate In this vltallv 

In^ortant survey la sincerely appreciated by all members of tS 
National Security Council. oi une 


SIDNEY W. SOUERS 
Executive Secretary 


Incl 

National Security Council Resolution 
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national security council resolution 


January 13, 1943 

two or three speclall^ qSllf led Individ that a group of 

Bervlce should malre a cSehe^li; . ^»'‘® GovSnm^t 

“*8anlzatlon, activities" objective sur- 

Intelllgence Agency. As a result of P®raonnel of the Central 

report to the Council its ^ survey, this group should 

lowing matters: ndlngs and recommendationa on the fol- 


ganllatlonal 

ties? efficiency of existing CIA actlvl- 

other Departments ^Sd^Agencles?^^ activities to those of 

d. The utilization and qualifications of CIA personnel. 

til of^?enS StSJ'incr^d z®<i and directed 

the Dep^tments represented on f Intelligence Chiefs of 

access to all information and flctl.lT ° ®^°^® g^oup 

except details concerning Stem^«n ^ ^®4Uired for their sSvey 

oe intelligence sources and methods . ^ 
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annex 2 

SURVEY GROUP TERMS OF REFERENCE U 

KATIOIIAL SECUFITY COUNCIL 
WASHINGTON 


March 17, 19 U 8 


memorandum FOR; Mr. Allen W. Dullee 
Mr. Mathlaa F. Correa 
Mr. William H. Jackaoa 


SUBJECT: 


Surrey of the Central Intelligence Agency 


of the resolution of the^N^tlSal^Securlty Oounoll^™ ^ 
surrey should be made of the actlrltlw c? « 

Agency It. reletlcnehl, to cth«. 

Ject, It any te helpful*if^l aet*^rth*w”*T,J^****"^°“* 

.OOP, Of th. eurroy a, p„^^, ^ roSMMlng th. 

ooe®rrt»n.lT.\ia2natltoI*Jf'thi itS^t** » tnorongh ud 

outlined In the resolution of the Nation*!^ Intelligence Agency as 
.Uo inolud. « Oonnoll. it »iii 

GoTanment Departments and Agenolee JCtlyltlss of other 

Ity, In order to make raooJBnendatlftna national secur- 

MU o«r-au ooonUnatlon, .ubjJot to thi opnatlon 

vlU not ««ig. In M, notinj ptoJoi! ^ 

telligence operations (a) outside at ispwtmental In- 

tlon of coamninloatlons Intelligence. On b^?? iu ^ collec- 
Ity Council I will undertake to seek the National Secur- 

those Goremment Departments and Atfenoie«°°°?*”*^°“ ^ surrey of 
oil vhloh hare an InterJIt ^--Presented on the Coun- 

securlty. i^^*«*st in Intelligence as relates to national 

oles will be done for and vlth^e J!ttorJ?r 

Mid vitd td. .isjiity*o?'2; Jnp.‘^iti^d.'s:%f‘“^:rcs.i;,r- 
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s j*" ““ ««»- 

over thrto- 4 ft^bleana concemlM ci:a v * ^P*^^™ents and 

over those Involving other A«enel— ^ «l^en priority 

▼07 will be coBDleW enH It Is contanmlated +>..+ 

"*”•* to*w “* foouoat Mr. Por- 

r^“ ^ s“,'Sf? r- 

provided for your group m the 

vestlgatlng «^up°S*uf s?^frjli?^r®®“ ®«*®rs of the In 

-e . the .atlonal SecnrltT^^^ 


SIDT/EY W. aoUERS 
Executive Secretar/ 
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annex 3 


presidential letter creating the central 
intelligence group 


the white house 
WASHINGTON 


Jamiary 22 , 1946 


To The Secretary of State 
The Secretary of War, and 
The Secretary of the Navy 


gence actlTltl9^bi"’pia^d,^ foreign Intelll 

most effective aocongillahment of the Intel! aeaure the 
national security. l hereby deslanate related to the 

be named by me as my personal representative another person to 

Authority to accongillsh this purpose. ' National Intelligence 

to time 

persOTs shall collectively form a Cent^TlS^ir®^®® il® Departments, which 
direction of a Director of under 

^lllgwc® Authority. The Dlrecto^^ ^® ^»tlonal Ih- 

2 S :k 

^vemment of the resStln?ttrate^S^ '^thln the 

m so doing, fun use Shan be^ of^e“^.'^ Intelligence. 

Intelligence agencies of your D^artmfntS! facilities of the 

l^co ageaolei^of^^S^D^Ji^B^trS rllltl *^® 

oTsu^ch~ 1^ Aut\;^tTr 

factlve accomplishment of the Jional ""■ 

of coanon c™ceS"’a^th^*Natloiin “tellSo^^^J^fh services 

»ore efficiently accon^lleS^ ^t^J^^t^®”®® ^"^°rlty deteimdnes can be 
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•rcl8«i uMer ^ aeourlty funotloiw rtau b, 

to p,ct, ^ 

7. The Director of Intelligence. 

Adrlsorj Board conelstLa 1»® advlaed bv « t * 

principal military and M v?f < their repreeentat£ ^ ^telllgenoe 

Partjient^^^eSa of ^aldentlal directly 

fumiah wch int«?f£^® branch of the ®®" <1®- 

«e le In their «nfo f^^^«®"°® l^ii’ormation relatiS + Government 

AXiJr. ~ p^n:n% - or^MB^iSZ. ' 

!Slr“ 

^0, Xn 'tlio Conduct n'T , 


sincerely youra 


/a/ Harry Truman 
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ANNEX 4 

NATIONAL SECURITY ACT OF 1947 
(PUBLIC LAW 253 - 80th CONGRESS) 


« 


» 


« 


* * * 


CENTRAL INTELLIGffiNCE ACffiNCY 

Sec. 102. (a) There is hereby established under the National Security 
Council a Central Intelligence Agency with a Director of Central Intelligence, 
who shall be the head thereof. The Director shall be appointed by the Presi- 
dent, by and with the advice and consent of the Senate, from amon g the ccm- 
mlssloned officers of the armed services or from among Individuals In civilian 
life. The Director shall receive compensation at the rate of $l4,000 a year. 

(b) (l) If a comnlssloned officer of the armed services Is appointed as 
Director then-- 

(A) In the performance of his duties as Director, he shall be subject 
to no supervision, control, restriction, or prohibition (mlllteiry or other- 
wise) other than would be operative with respect to him If he were a ci- 
vilian In no way connected with the Department of the Army, the Depart- 
ment of the Navy, the Department of the Air Force, or the armed services 
or any ccnQ>onent thereof; and 

(B) he shall not possess or exercise any supervision, control, powers, 
or functions (other than such as he possesses, oris authorized or direct- 
ed to exercise, as Director) with respect to the armed services or any 
con^onent thereof, the Department of the Army, the Department of the Navy, 
or the Department of the Air Force, or any branch, bureau, unit or divi- 
sion thereof, or with respect to any of the personnel (military or civil- 
ian) of any of tha foregoing. 

(2) Except as provided in paragraph (l) , the appointment to the office 
of Director of a ccnmlssloned off leer of the armed services, and his acceptance 
of and service In such office, shall Innoway affect any status, office, rank, 
or grade he may occupy or hold In the armed services, or any emolument, per- 
quisite, right, privilege, or benefit Incident to or arising out of any such 
status, office, rank, or grade. Any such commissioned officer shall, while 
serving In the office of Director, receive the mlllteu^y pay and allowances 
(active or retired, as the case may be) payable to a commissioned officer of 
his grade and length of service end shall be paid, from any funds available to 
defray the expenses of the Agency, enmmi cooQjensatlon at a rate equal to the 
amount by which $l4,000 exceeds the amount of his annual military pay and 
allowances . 

(c) Notwithstanding the provisions of section 6 of the Act of August 24, 
1912 (37 Stat. 555 ) , or the provisions of any other law, the Director of 
Central Intelligence may. In his discretion, terminate the employment of any 
officer or^ employee of the Agency whenever he shall deem such termination 
necessary * or advisable In the Interests of the United States , but such 
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ANNEX 6 

CENTRAL INTELUGENCE AGENCY 
PERSONNEL STRENGTH AS OF 24 DECEMBER 1948 


Director 

25X1 

BxecutlTe for Administration 
KxocutlTe 
Budget & Finance 
Serricee 
Personnel 
Management 

ICAPS 

General Counsel 

/ 

Advisory Council 
Office of Reports & Estimates 
Office of Scientific Intelligence 
Office of Collection & Dissemination 
Executive for Inspection & Security 
Office of Special Operations 
Office of Policy Coordination 
Office of Operations 


25X1 


TOTAL - 


174 


SECRET 
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ANNEX 7 


December 12^ 194^ 

, ^ directs 

the Central IntelMa^ *^^»tlon«Jilp esaenti 

lisetne. ^n. Mi,c\°J“jWlehed to S, So‘t““' or their repre- 

of any othr“\^“*®^^^8®"ce wiu in-ff Central Intel- 
lated to the national other Intelli^nc* Invite the chief 

2 ® are to be 

or tie .atiena, 

' °j"'tordT *° «='^“Slo«X' 

and Agenclee, transmit of^e^a'T^*^ Council per- 
^ence or non-conc^^^^"^!**®;;lth a etatement iJS^T "^P®^^nte 
fflmlttee; provided that wh^® ®o®bers of the Intelli^ ^^® ®°"our- 
I>epartnient heads of thf unanimity is not Advisory 

intelligence. The 
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r«ap«otlT® intelllmnoa ohlafa ahAi i 

that anoh ordara or dlraotlraa vhAn ^■ponalbla for Inaurinfl 
within thair lntalli«enoa oiganliatloSa.***^ l»Ple»»ntJd 

HatioSal Saourityr CoSLll^ 

of Council dlractlraa by laeulM^J^L^^A^r^** l^lawntatlon 
M ba raqulrad. Such lapl^JuL dlractlraa 

talliganca Adrlaory Caumlttaa oonn,r,.-°* dl^ctlraa In which tha In- 
tha Dlraotor of cStral Intalll^^^ unMl^ualy ahall ba laauad by 
in tha Dapartnanta aS ^ i-plaaantad^Ith^ 

dlaagraamant arlaaa batwaS tha DlJJctorof 0 .«? h Whara 

one or Bora Bembera of the IntalllnencA Intelligence and 

dlroctlres, the proposed directive tooAfh ^®°fjj'°™‘dttee over auch 
concurrence, shall be forwarded to' thTHK^oi ? «J»JeB«nta of non- 
In paragraph a. doclalon aa provided 

plating to the national ^security ^h^ifSi°* “5*^^ produce Intelligence 
talllgence. In so far as practicable h . national In- 

llgence activities and research of +h* shall not duplicate the Intel- 
but ahall Bake uae of e^s^S intfn DepartBents and LScSs 

departaental intelllgenca- foJ®such and ahall utilize 

aee RSCIDHo. 3. such production purposes. For definition 

lntel^genc^%^^ 

tlBe to tlae may desl«nata Tn+Aii 4 J^atlonal Security Council from 
dally concurred in by the Intel llaeMA^L, ®°/^^®®®“Inated shall be offl- 

atatement of aubstanUal dlsnS an a^Tei 

Director of Central Intel lSnce°^hall ^i Agency permit, the 

Of Investigation and otherX-tSnts o^ 

llgence Information which ho may possess wh^ ^ Intelllgonoe or Intel- 
appropriate to their ^-tlons"^e?:t”:^%X^:,;^^^ 

jrth^'*““ i^"c\^1-ruc\^"ril^^^^^^ ^®ne- 

effici::tirr:;??aJe: d:::z^^n:s°TL“ 

Agencies ®^n^>^iit^°JltrS?^"?en?Ml^^ Departments and 

enb other, as appropriate to their roanectlvA*^^^®®*^® -Agency and with 

?o”S. ‘"‘•111*.-, 

•‘•1^'^ ^*°«rSlaWe •'■awUlaUon, In- 

th, D,part«at or A*,„c, co„c.n»d to tha” ot-" 
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no 


Dlllties within the llalte of their capa- 

hv proTlde, or procure, such Intelligence as may be requested 

^fnigenc. or 0, c». o, th, "otSor”J^:! 

-it. ii. 

W if Offlcera and iBnbeio aa 

W he of ad-^^tage for advisory, oporaticaial, or other purposes In ad- 

«iiS P?”-””-! - th. Dlractor of 0«itr.l IntalilUco'ni? 

roct]^ employ. In each case, such departmental personnel will be ^lect 
to the necessary personnel procedures of each Department. ^ 
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be free and unreatrlcted Interdepartmental exchange 
Irfomation to meet the recognized secondary needs of 

Intelligence usually obtained w prepared 
Dy other departmenta or a^ncles. ^ 


cotgiomiLi 
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1S2 


field of dominant Intereat. Such requeata ^hall S 
dSLSSri"e«ar°*^“‘'* production oapahllltlea^ 

C^l llXL°"«U 

llgonce agencies In alnlnlzlng the necesaltv fo,. * * 

d,™iop lnt.Ulg.no. in n.l^ oSJ-^J^ail^LriX^Jt:? 

imtlin’ th, iigmiol,. Bhnu, for i>urpo,.a of ooordl- 

“i Pint, f- «» pro- 

nently represented on the lAC. »«enciea perma- 

Departmental Intelliffenflu 

Intelligence including 

^ Intelligence needed hy a Department 

Federal Government, and the suhordlnate 
*° ai.oh«-g. it. lawful 

®,* Hat 1 onal Intelligence 

National intelligence la Integrated departmental Intel- 

concern to more than one Department cr 
^ncy, and tranacende the exclualve conpetence 5^a aln«le 
Department or Agency or the Military EstahShment. ^ 

Directs of Central Intelligence shall produce and 
dlaaemlnate national Intelligence. 

.1 Director of Central Intelligence ahAii plan and 

riS S. intouf^no. in ooorJlStl" 

StMn them 

^thln the limits of their capabllltlea the departmental Intel- 

“"i" «» Prcduo?lon Slauoml 

The Directs Of Central Intelligence shall, hy agreement 
^th the pertinent Agency or Agencies, request and receive such 
^ V reports, and periodic hrlefe cr summaries 

S individual Departments or Agencies In their fields 

of dominant Interest or In accordance with their production 

mm 
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5 “<• “» other 

Jc--i M 

•genol.. requirement, of the other 

Blon nr °f intelligence production, the following dlyl- 

Political, Cultural, 

STClologlcal Intelligence. .Department of State 

Department of the Army 

the Nary 

Department of the Air Force 

EcotobIc, Scientific, and Each agency In accord- 

“°® '^^th Ita respective 
Intelligence 


ISS 
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ANNEX 10 

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 4 
NATIONAL INTELLIGENCE OBJECTIVES 


December 12, 19*<-7 


Pursuant to the provisions of Section 102 (d) (5) of the National ^curi^ 
Act of 19^7 and for the purpose of proTldlng intelligence support for the 
preparation of studies required by the National Security Council in the ful- 
fillment of its duties, it ia directed that: 


1. The Director of Central Intelligence, in collaboration 
other agenclea concerned, shall prepare a oomprehena ire outline of 
intelligence objectives applicable to foreign countries and areas 
ae a guide for the coordinated collection and production of 
Intelligence. 


vlth the 
national 
to serve 
National 


2. The Director of Central mtelllgenoe, in collaboration with the 
other Mencies concerned, and under the guidance of the NSC Staff* ahall 
select from time to time and on a current basis sections and items of auoh 
outline which have a priority interest. These selections will be Issued 
by the Director of Central Intelligence to supply the desired priority 
tmldance for the production of National Intelligence by the Central In- 
telligence Agency and for the contributions to such production by other 
agencies concerned. 


* Por this TDurpose, the NSC Staff shall consist of the Executive Secret^ and 
the Departmental representatives designated by Council members to advise^ 
assist the Executive Secretary. Any cases of disagreement within this group 
will be referred to the National Security Council for decision. 
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ANNEX 11 

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 5 
ESPIONAGE AND COUNTERESPIONAGE OPERATIONS 


December 12, 19^7 


Pursuant to the provisions of Section 102 (d) of the National Sec^lty 
Act of 1947 , the National Security Council hereby authorlres and directs that. 

1. The Director of Central Intelligence shall conduct all organized 
Federal espionage operations outside the United States and its possessions 
for the collection of foreign Intelligence Information required to me^ 
the needs of all Departments and Agenc^s concerned, in coraect ion vi^ 
the national security, except for certain agreed actlTlties by other 
Departments euid Agencies. 

2. The Director of Central Intelligence shall conduct all organized 

Federal counter-espionage operations outside ^^t 

possessions and In occupied areas, provided that this authority shall no 
le construed to preclude the counter-lntelUgence 

navy or air command or installation and certain agreed activities by ^ 
parients and Agencies necessary for the security of such organizations. 

3 . The Director of Central Intelligence shall be responsible for 
coordinating covert and overt intelligence collection activities. 

k. When casual agents are employed or otherwise 
Department or Agency in other than an overt 

Sntral Intelligence shall coordinate their actlTlties with the organized 
covert actlTlties. 


5. The Director of Central Intelligence shall disseminate such in- 
telligence information to the Tarlous Departments and Agencies which haTe 
an authorized interest therein. 


6 . All other National Security Council Intelligence DlrectlTes or 
implementing supplements shall be construed to apply solely to OTert In- 
telligence actiTltles unless otherwise specified. 
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